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FOREWORD

The National Association of College and University Business Officers
(NACUBO) envisions itself as “the leading higher education association
providing administrative, business, and financial products and services to
colleges, universities, and allied entities.” Within this overarching vision for
the future, NACUBO has also committed itself to be the “leading source
of education, training, and professional development to college and univer-
sity professionals on business, finance, and administrative issues.” 7he Ex-
traordinary Higher Education Leader, generously supported by the Follett
Higher Education Group Fund for Financial Management, is a concrete
and very significant expression of NACUBO?’s vision—serving the interests
of higher education executive management and administration generally,
while also contributing to the professional development of the executives
and senior managers NACUBO serves.

Jay Morley and Doug Eadie have written a book for higher education
executives and senior managers who share NACUBO’s commitment to top-
quality institutional management and who aspire to take their leadership
to the next—extraordinary—level. The Extraordinary Higher Education Leader
is not a technical primer dealing with the traditional technical functions
involved in managing institutional business offices. Rather, you can think
of Jay’s and Doug’s book as a “postgraduate” resource that deals with ques-
tions outside of the traditional business office boundaries. Three aspects
of The Extraordinary Higher Education Leader make it a splendid resource
for executives in higher education management.
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It ventures beyond the well-traveled business management terrain
. into the less familiar territory of executive management, focusing on
~ how higher education leaders—as institutional executives—can play a
leading role in institutional development.

Jay’s and Doug’s book provides executives in higher education with
practical, hands-on guidance—based on years of executive manage-
ment and consulting experience—that can be put into practice imme-
diately in their institutions.

The book is easily accessible—indeed, a fun read: concise, plain-spoken,
and unpretentious. C

I wholeheartedly recommend The Extraordinary Higher Education Leader
to you as a powerful resource for developing your career in higher educa-
tion executive management; you will surely want to keep it close at hand
and consult it frequently on your professional development journey.

A.C. “Bert” Hartley

Vice President, Administrative Services
University of South Florida

Chair, NACUBO Board of Directors
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PREFACE

MOVING TO THE EXTRAORDINARY LEVEL

The Extraordinary Higher Education Leader is not a book about how to do
better what you are already doing as a leader in administrative and busi-
ness affairs; it has little, if anything, to do with honing the technical, finan-
cial, and administrative skills that you have acquired on the way up the ladder
and have made you a capable manager of administrative and business af-
fairs. Rather, this is a book about extraordinary—not just capable—admin-
istrative and business leadership. It assumes that you

* Have already “made it” as an administrative manager, meaning that
you have mastered the technical functions of the administrative
and business affairs organization in your institution and the various
units that make up your organization are functioning effectively and
efficiently.

* Aspire to move well beyond where you are now professionally, pri-
marily in terms of significantly expanding the institutional impact
of your work as an administrative and business affairs leader, but
perhaps also in terms of your long-term career development. Indeed,
many of you will surely see becoming a chief executive officer as a
sensible professional goal.

* Thrive on challenge and growth, possessing the tremendous energy
and courage necessary to grow and change in important ways.

xiii
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The Extraordinary Higher Education Leader is intended to provide you
with practical, detailed guidance in acquiring the knowledge and skills (and
perhaps in unlearning certain skills that helped get you where you are) that
will take your leadership to the next—extraordinary—level. Two case studies
are detailed at pertinent places throughout the book to illustrate our guid-
ance: the ACUBO 20/20 Initiative and the Cornell University Student
Communication and Mailing Project (SCAMP). The ACUBO 20/20 Ini-
tiative has proved to be a powerful vehicle for innovation and collaboration
among the National Association of College and University Business Offi-
cers and the four regional Associations of College and University Business
Officers. The SCAMP project overhauled the process of communicating
with and registering newly admitted freshmen at Cornell. The case stud-
ies are presented in Chapter 3, and examples appear throughout the text.

Of course, whether growing and changing are worth the cost and effort
depends on the ends being served; change for change’s sake is never justi-
fiable. There are three very important reasons for you to tackle the challenge
of becoming an extraordinary higher education leader:

» First, your institution needs your extraordinary leadership in these
constantly changing, always challenging and frequently threatening
times in which we live and work. As an extraordinary administrative/
business leader, you can make a powerful contribution to building your
institution’s capacity to survive and thrive in a world of dizzying, often
unpredictable change, in which yesterday’s strengths can become
today’s weaknesses and today’s challenges might not even have been
imagined yesterday. As an extraordinary administrative/business
leader, you take on a challenge that goes well beyond institutional ad-
ministrative and business management, signing on to be one of your
institution’s preeminent organizational capacity builders.

Second, you deserve to “become all that you can be” as a professional,
realizing as fully as possible your potential as an institutional leader.
Taking your leadership to the extraordinary level will not only benefit
your institution, but also will enrich your professional life and provide
you with the deep satisfaction that results from expanding your
knowledge and skills in the interest of heightened impact on the
world around you.

Third, the people who interact with you in your institution—your
board, CEO, cabinet colleagues, and direct report—will benefit from
your professional growth. You will not only inspire and teach by exam-
ple, but you will also play a leading role in designing structure and
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process that will enable your colleagues to contribute more powerfully
to institutional governance, leadership, and management, thereby en-
hancing institutional capacity.

CORE CONCEPTS

Five core concepts are at the heart of The Extraordinary Higher Education
Leader. Covered in detail in the chapters that follow, these concepts are not
based on abstract theory; rather, they draw on the lessons that we have
learned during our several years as institutional senior executives and con-
sultants. Our teachers have been the hundreds of chief executives, board
members, and senior managers with whom we have worked over the past
quarter-century.

1. T become an extraordinary higher education leader, you must embrace
and learn inside out a new profession, leadership, which transcends man-
agement and 1s, in large measure, an extension of the chief executive offi-
cer (CEQ) role. Becoming a successful leader requires that you embrace
institutional development as a primary goal, that you pay close at-
tention to inspiring and empowering the people around you, and
that you add to your professional kit bag certain functions and skills
that are typically not learned on the way up the institutional career
ladder. Above all else, you will play a leading role in institutional ca-
pacity building, which will demand that you master organizational
design and facilitation skills.

2. You will very hkely need to unlearn certain skills to function as an extra-
ordinary higher education leader. On the way up the institutional ca-
reer ladder to the top rung in the administrative/business unit that
you head, you very likely excelled at rapid problem solving, devising
solutions faster than the people around you. Aggressively tackling
problems is a critical career development tool—up to a certain point.
When you enter the realm of leadership, however, the challenge will
be to design and facilitate processes that enable the people around
you to devise answers themselves. “Beating them to the punch,”
thereby proving how much smarter or harder working you are, is a
surefire way to fail at the leadership role. Successful leaders concen-
trate on bringing out the best in the people around them, instead of
demonstrating their own virtuosity.
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3. Your becoming an extraordinary higher education leader depends on your
developing your “total intelligence,” which means that you must develop
your “heart” or emotional intelligence as well as your “head” intelligence.
Head intelligence, involving rational thinking and logical problem
solving, is the focus of traditional education; it is usually what we are
talking about when we say someone is “smart.” Without question,
being intelligent in the traditional sense is a prerequisite for extraor-
dinary administrative/business leadership, but if you do not develop
your heart or emotional intelligence, you are unlikely to succeed for
very long as an institutional leader. You must understand yourself, in
the sense of the emotional dynamics that influence how you perceive
and react to the people around you, if you hope to provide strong
leadership over the long run. Developing your emotional intelligence
will protect you from the all-too-common mental filters that distort
reality and consequently hamper leadership.

. 1o become an extraordinary higher education leader, you must pay consid-
erable attention to building and managing key relationships. The high-
est skilled, most successful CEOs we have observed over the past
quarter-century have, without exception, been consummate relation-
ship managers. They have devoted substantial time and attention to
identifying the key “stakeholders” inside and outside their institu-
tions, to understanding the “quid pro quos” involved in building par-
ticular relationships, and to fashioning and executing detailed
strategies for maintaining these key relationships. They have recog-
nized that the stakes are too high to rely on charm, charisma, or
low-level “schmoozing.”

. Your success as an extraordinary higher education leader and the successful
development of your career depend heavily on your acquiring a deep un-
derstanding of, and expertise in, two of the most critical institutional ca-
pacities: regular, systematic, large-scale innovation and change
management and governance through a board of trustees that is creatively
and proactively involved in leading. Dramatic advances have been
made recently in both of these critical areas, and you must become a
real expert in both if you aspire to extraordinary administrative/busi-
ness leadership. In the area of innovation and change management,
old-time, long-range strategic planning, with its millions of words
and mountains of paper, is giving way to a far more powerful inno-
vation tool, “strategic change portfolio management.” This well-
tested model focuses selectively on particular strategic issues, and the
“strategic change initiatives” that are fashioned to address the issues
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are housed in the portfolio, which is managed separately from day-
to-day institutional operations. On the governance front, a new
model of board leadership has emerged and has been successfully
tested in a wide variety of nonprofit and public organizations. It
places the board in a leading role in making truly strategic and poli-
cy-level decisions, rather than merely serving as a passive audience
for—and reacting to—completed staff work.

GO FOR IT!

Having gone this far in your career, you have already demonstrated that you
have what it takes to be an extraordinary higher education leader. Nothing
can stop you from moving to the next natural plateau in your professional
development, so long as you are willing to master certain key skills and be-
come expert in certain critical executive management functions. If you make
the decision to move forward in your professional development, you should
find the chapters that follow helpful in making your professional journey
smoother and more productive.




CHAPTER 1

PREPARING YOURSELF
TO LEAD

FROM MANAGEMENT TO LEADERSHIP

One of our most important aims in writing this book is to provide you
with practical, hands-on guidance—based on years of real-life experience
—in making the tremendously important professional transition from in-
stitutional senior manager to institutional leader. Our aim is obviously
based on a critical assumption: that management and leadership are sig-
nificantly different in terms of both the content of the work and the skills
required. We see this important transition from senior manager to leader
as serving not only your professional and career development aspirations,
but also the interests of your institution, which needs particularly strong
leadership in these challenging times. We understand that you may have
already traveled a good distance in the journey from senior manager to
leader, and, if so, our intention is to help smooth your way and accelerate

traveled only a short way, then this book should get you off to a good start
in this next phase of your professional development journey.

Chapter One focuses on preparing yourself to be a leader in your in-
stitution. We begin with a brief discussion of the differences between man-
agement and leadership, after which we explain why these tumultuous
times demand strong leadership as well as sound management. We then
generally describe the nature of leadership and the characteristics of ef-
fective leaders, after which we discuss four critical skills that you must de-
velop to function as an effective leader: design, facilitation, stakeholder

1
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relations, and public presentation. Chapter One then describes how and
why developing and employing what we call your “total intelligence” is a
critical part of leading. After discussing the importance of unlearning cer-
tain skills and traits, we conclude with some very practical advice on keep-
ing current your leadership knowledge base.

MANAGEMENT. THE FOUNDATION, NOT THE CAPSTONE

As the head of—or a senior manager in—your institution’s administrative
and business services operation, you are undoubtedly a highly accomplished
manager. Indeed, your managerial skills have taken you a long way in your
career journey, laying a solid foundation for your move to the next profes-
sional plateau: institutional leader. At this point in your career you have most
likely seen very few institutional leaders who have not mastered the extra-
ordinarily important group of competencies that make up the field of man-
agement. As a senior manager and perhaps institutional executive, you, like
these institutional leaders, have become an expert at such key management
skills as

* Setting detailed, measurable goals and performance targets for your-
self and the units making up your administrative/business services
operation;

Developing the detailed plans that enable you and the units reporting
to you to achieve these goals and meet these targets;

Supervising your unit heads and monitoring their performance
Evaluating operational and individual effectiveness;
Managing complex projects; and

Keeping yourself technically up to date in the disciplines that com-
prise your field—financial planning, accounting, computer-based
management information systems, and the like.

Management is all about the application of technical knowledge and
skills within well-established institutional boundaries. It is focused on op-
erational discipline and control within the walls of the institutional “box,”
rather than significantly pushing out the boundaries or fundamentally re-
designing what goes on within the walls. Effective managers make sure that
their organizations function effectively, that they achieve their goals, and
that they operate efficiently, keeping unit costs in line and staying within
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budgeted limits. Without sound management, your institution could not
survive long, much less flourish, but managerial expertise alone cannot en-
sure long-term institutional success.

There is a parallel to this in your personal career: without becoming an
accomplished manager, you cannot hold on to your current position, but
managerial competence alone will not suffice professionally as you move up
the institutional career ladder. Management is, in other words, your pro-
fessional foundation, but moving beyond management to leadership will be
your professional capstone.

DEMANDING TIMES

As you well know, these are uniquely challenging times. Of course, humans
have been coping with change since the dawn of human history, but rarely
has large-scale change been so constant, so big, so complex, so fast-paced.
Higher education is contending with its fair share of change challenges
these days: breathtaking advances in technologies related to both institu-
tional management and the educational process itself; growing competi-
tion from nontraditional educational “providers” who are able to move on
a dime, free of cumbersome bureaucratic and governance structures; the
widespread and apparently growing distrust of traditional institutions; and
student consumers who expect to be treated like customers rather than as
members of a captive audience, to name some of the more significant ones.
In these constantly changing, always challenging, and frequently threaten-
ing times, the race will be won by the most creative, innovative, nimble, and
flexible institutions that are able to lead their own change, turning challenges
into opportunities, while also preserving their core values and sacred tradi-
tions. In other words, the winners will be those institutions that are well
led, not just well managed. » _
Concentrating on managing what is—staying the course and focusing
on operational effectiveness and efficiency within well-defined institutional
boundaries—might suffice in more placid times, but is a recipe for disas-
ter in these turbulent times. Thus it follows naturilly that your career ad-
vancement depends on your becoming an accomplished leader as well as a
capable manager. The higher you go professionally and the closer you come.
to your institution’s executive team and its chief executive officer (CEQ)—
typically the president or chancellor—the more your success (and your in-
stitution’s) depends on your mastering the art of leadership, becoming what
we call an extraordinary administrative/business officer. If you are already
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an executive team member in your institution, reporting directly to the
CEQ, then playing your team role effectively while realizing your full po-
tential professionally will depend on your continuously strengthening your
leadership skills. This brings us to the questions: Who are leaders, and
what work is involved in leadership?

THE NATURE OF LEADERSHIP

Leadership is not a well-defined, fully developed field or discipline, but it
has long been a popular subject in the fields of history, political science,
management, and even psychology: witness the hundreds of books pub-
lished on the subject over the past quarter-century. Far more art than sci-
ence and defying neat definition, leadership—and the leaders who practice
it—has been defined in various ways: in terms of the impacts that leaders
produce; the practices that successful leaders employ; the psychological
makeup, attributes, and skills of effective leaders; the nature of the rela-
tionship between leaders and followers; and the environmental conditions
that give rise to certain kinds of leadership. Although heroic leaders who
have made gigantic contributions in business and politics, such as Bill Gates,
Jack Welch, Abraham Lincoln, Franklin Roosevelt, and Winston Churchill,
have captured the lionOs share of academic and popular attention over the
years, leadership need not be the exclusive preserve of the few who are ex-
traordinarily blessed with leadership traits. Some leaders may be born, but
many more are made, and all outstanding ones consciously practice their art.
There is wide agreement that leadership consists of attitudes and traits that
can be developed as well as skills, practices, and processes that can be learned.
Anyone who is already a capable manager can become a better leader through
study and practice, practice, practice.

Our experience and research have led us to the following conclusions
about the “business” of leadership and the leaders who practice it:

Leadership is at the heart of CEO-ship and executive management.
Even though your institution can benefit from stronger leadership at
any organizational level, including in the classroom and even at the
receptionist’s desk, the skills and practices of leadership are especially
important at the chief executive or executive management level of an
institution. This is where the demands for strong leadership are most
pressing, the institutional stakes are highest, and the opportunity for
powerful impact is greatest. At the executive level, where institutional
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presidents, vice presidents, and deans do their work, leadership is a
survive-and-thrive tool, both for the institutions and the executives who
have tied their careers to them. Widespread and deep institutional
malaise, constant crises, and long-term decline in enrollment and rev-
enues are familiar symptoms of inadequate institutional leadership.
And professional graveyards are populated by former chief executives
and executive managers who failed to become strong enough leaders
fast enough. Failure at the top, in our experience, is almost always the
result of inadequate leadership and is rarely due to inadequate techni-
cal knowledge or skills. Or, to put it another way, highly accomplished
managers can easily fail when strong leadership is what is required.

Leadership is preeminently about strategic matters.

Strong leaders at the executive level in these uniquely challenging
times devote significant time and attention to shaping and carrying
out their institution’s strategic agenda: to fashioning a clear institu-
tional identity and setting long-term institutional directions. Institu-
tional leaders are passionately interested in answering two strategic
questions: What is our place in the galaxy of higher education institu-
tions? Where are we headed as an institution? Therefore leaders are
“boundary expanders” going well beyond merely managing and con-
trolling current operations. They focus on such strategic “products” as
institutional values and vision for the future, the institutional mission,
and major investments in institutional innovation and growth.

Effective leaders care about creative capacity.

Creativity—which is essentially the capacity to generate possibilities
for innovation in response to challenges from inside or outside the or-
ganization—supplies the raw material of the strategic planning process.
The more creativity that is at work in the process of fashioning inno-
vation and change initiatives, the higher the positive impact of the in-
novations is likely to be. Therefore strong leaders pay close attention
to developing their own and their institution’s creative capacity, through
education, training, on-the-job experience, and the design of institu-
tional planning and management processes (such as strategic planning)
that promote participants’ growth in creative capacity.

Leaders are passionate about “bottom-line” results.

Dreaming big dreams and writing or speaking strategic language are
not enough for true leaders, who care passionately about action and
results. The acid test of their leadership is not the publication of a
beautifully crafted strategic plan, but rather the implementation of the
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targets and strategies described in the plan. Leadership is therefore about
hitting ambitious targets, not just shooting high. This means that lead-
ers, far from being just “big picture” people, pay close attention to im-
plementation, through the careful design of implementation structure and
process, the allocation of resources to innovation initiatives, and commu-
nication aimed at overcoming the natural human resistance to change.

Leaders are capacity builders.

Because effective leaders are action focused, they devote serious time
and attention to building the institutional capacities that are essential
to developing and implementing the institution’s strategic agenda: its
values, vision, mission, and innovation or change targets. Three critical
institutional capacities loom largest in this regard: motivated and em-
powered people; a well-designed planning process capable of generat-
ing the innovation that a rapidly changing world demands; and a board
of trustees or directors that is capable of producing high-impact gov-
ernance. Effective leaders therefore take the trouble to acquire in-depth
knowledge in these three areas, familiarizing themselves with the lit-
erature, and keeping abreast of changing techniques and practices.

Leadership is about human relations.

Leaders lead people, not just institutions in the abstract. Furthermore,
strong leaders recognize that long-term institutional success depends
not only on well-crafted plans and well-designed systems and
processes, but also—and equally important—on motivated, commit-
ted, and empowered people. Effective leaders understand and accept
the key role they must play in inspiring, motivating, and empowering
the people in their institutions, through such means as setting people’s
sights on the broad directions and fundamental purposes that give
meaning to their day-to-day efforts; communicating in ways that cap-
ture the imagination and strike deep common chords among people;
behaving in accordance with articulated values and never contradict-
ing them in practice (what we popularly call “character”); ensuring
that systems and processes are designed to foster meaningful partici-
pation and produce the satisfaction that comes from making a serious
contribution, and developing the capacity of people to contribute
through education and training.

Leaders look outward. o

Effective leaders pay close attention to the dynamic interaction be-
tween their institutions and the wider world, seeking an equilibrium
that enables their institutions to capitalize on opportunities to realize
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their vision more fully and to counter threats from the environment.
This external role is carried out indirectly, through overseeing the de-
sign and implementation of a planning process that reliably collects
and analyzes intelligence on environmental conditions and trends and
factors this analysis into planning decisions (such as investment in
particular innovation targets). More directly, institutional leaders,
most notably the chief executive, interact with key stakeholders in the
environment, such as the media, alumni, foundations, government
agencies, and the surrounding community, to name just a few. Play-
ing this external role effectively involves both choosing the highest
priority stakeholders at any particular time and learning to communi-
cate effectively with particular stakeholders.

Leaders develop and employ their “total intelligence” in leading.
Being intelligent in the conventional sense—being able to acquire
knowledge, to analyze and assess information, to reason, to make ra-
tional decisions, to logically solve problems—is quite important in
leadership, but it will, alone, get you only so far. Strong leaders bring a
more fully developed “total intelligence” to their work. Not only are
they smart in the usual way—what we call “head” intelligence—but
they are also able to put their emotional or “heart” intelligence to
work in leading. Emotionally intelligent leaders develop this fuller in-
telligence by becoming more self-conscious and insightful. They are
committed to taking the time and enduring occasionally excruciating
anxiety in order to know themselves deeply, not just on the surface.
They are willing to go far enough into their own minds to understand
emotions that may be hidden from their conscious thought, recogniz-
ing that these influence their behavior. They search for valuable at-
tributes of their selves that have been lost to consciousness and hence
left undeveloped, so as to reduce the mental distortions and irrational
behavior that hidden emotions can produce.

Strong leaders are courageous.

Providing strong leadership requires a large measure of courage for
many reasons. Perhaps foremost is that most leaders are made, not
born, which means that they must be brave enough to grow and change,
both psychologically and professionally. We have encountered very
few people who truly love changing in important ways, and so courage
is an indispensable ally for the developing leader. Courage is also re-
quired to demonstrate strong character by “walking the talk”—behav-
ing in ways that reinforce adherence to core institutional values and
resisting pressures to violate one or more of these values in practice.
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We have looked at the nature of leadership and characteristics of ef-
fective leaders. We will now examine, in some detail, four important skills
that you must develop to be an effective leader: organizational design, fa-
cilitation, stakeholder relations, and public presentation.

ORGANIZATIONAL DESIGN

Organizational design may sound like a technical function, but it is actu-
ally one of the most powerful leadership tools you must have in your pro-
fessional kit bag, assuming that you apply it to truly high-stakes matters
deserving the attention of your institution’s leaders. Through the design
process, leaders make sure that an institution is made up of the right “mov-
ing parts” and that the parts work effectively together in achieving insti-
tutional goals and targets. Key institutional functions, such as curriculum
development, strategic and operational planning, financial planning and
management, marketing, student registration, facilities, and human resource
management must be divided rationally into organizational units. The de-
sign process provides a means for leaders to ensure that systems and pro-
cesses capable of coordinating, integrating, and facilitating these functions
—in the interest of overall institutional performance—are put in place.

Conscious, systematic design is the only sure way to break the hold of
outdated, inherited structures and practices that have become impedi-
ments to institutional success. It is therefore a powerful kind of institu-
tional self-determination. As you venture into design territory, however,
keep in mind that that “carry forward” of institutional structures and
practices is still a widely practiced approach for two simple reasons. First
is what we call the “the train’s running down the track” syndrome, which
is popular with overworked and often frenetic, type A personalities who
always resist standing still long enough to engage in serious design. The
second reason is the psychological ownership of certain ways of doing
things, which comes from successful participation that is ego reinforcing.
If you open a function such as strategic planning to redesign, you are very
likely to encounter intense resistance from people who fear—consciously
or not—that significant change will jeopardize their position and perhaps
expose them to failure.

Now, presidents and other leaders obviously do not have the time to
examine every aspect of institutional design, nor do they need to. The de-
sign of colleges and universities is the product of centuries of accumulat-
ed wisdom based on real-life experience, and we can safely assume that
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much of the existing design should endure, with only minor adjustments.
Your challenge as a leader is to identify the design issues that are strategi-
cally most important, in light of the dynamics of a changing world and the
institutional stakes involved, and where; as a consequence, input at the high-
est level makes the most sense. For example, in a world of constant, often
dizzying change that demands continuous, rapid innovation, chief execu-
tives and executive team members should pay close attention to the design
of strategic planning (see Chapter 3 for a detailed look at this subject).
And, in light of the importance that a close and productive board—chief
executive partnership has to institutional stability and long-term perfor-
mance, any chief executive in his or her right mind would want to have a
hand in designing the board leadership structure and process.

Successful organizational design at the highest—leadership—Tlevel is
heavily dependent on three types of knowledge: (1) of the forces at work
in the world in and around your institution that challenge the institutional
design elements currently in place; (2) of the most recent thinking, based on
research and application, that is pertinent to the function or process under
consideration; and (3) of human psychology. Taking strategic planning as
an example, environmental challenges clearly demand a process that is ca-
pable of generating innovation in a timely fashion aimed at capitalizing on
environmental opportunities and countering threatening developments. Tra-
ditional long-range planning tied to arbitrary and largely meaningless pe-
riods of time, such as three, five, or ten years, is obviously inadequate in a
rapidly changing world. A savvy leader will, as part of the design process,
examine other approaches that are more likely to work in a turbulent world,
such as the strategic change portfolio described in Chapter 3.

Leaders who are effective designers also always keep basic psycholog1ca1
principles in mind. For example, leaders recognize that people’s commit-
ment to a process depends on how much ownership they feel and, further-
more, that feelings of ownership tend to come from active participation in
generating outcomes, rather than passively reviewing and reacting to out-
comes that others have produced. Therefore, in designing a strategic plan-
ning process, a savvy leader will ensure that people are involved in ways
that foster and strengthen feelings of ownership, such as including as
many people as possible in identifying issues and employing task forces to
generate strategies.

Three key technical elements are involved in designing any institu-
tional entity or process: identifying the desired outcomes; determining the
steps that must be taken to produce the outcomes; and specifying the struc-
ture required to go through the steps. Let’s take as a practical example the
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design of the annual two-day strategic planning retreat that you hold with
your senior managers. You have held one every year for the eight years that
you have headed your department, but you always revisit the design to en-
sure that the event produces the “maximum bang for the buck.” This year,
you have appointed a small task force to update the retreat design.

The first step for the task force is to specify the outcomes that the
event is intended to produce. There are two kinds of outcomes that any
event or process can generate: direct, substantive outcomes and less direct,
process- and relationship-building spin-offs. Where the retreat is concerned,
for example, an important, direct, substantive outcome would be the iden-
tification of the most critical issues facing the department or the develop-
ment of initiatives to address the issues. Issues and initiatives are clearly
substantive outcomes; not only are they important, they can be written down,
held, even weighed. The retreat can also produce very important but less
tangible outcomes that have to do with feelings, such as ownership, com-
mitment, enthusiasm, excitement, renewed energy, and the like. These feel-
ings are essentially by-products of the process of generating the substantive
outcomes, and they can be as, if not more, important as the more direct
products. ’

Both substantive and less tangible outcomes—the what—are produced
by taking certain steps and playing certain roles—the how. Continuing the
retreat example, let’s say that the task force responsible for designing the
retreat has determined that an updated mission statement for your depart-
ment should be one of the most important substantive outcomes. Since
the task force has also determined that building feelings of ownership and
enthusiasm are critical indirect outcomes of the retreat, it will want to de-
sign a process for updating the mission statement during the event, which
will also generate feelings of ownership. Therefore, instead of recommend-
ing that you merely present your version of the updated mission statement
at the retreat and invite participants to react, the task force proposes that
a breakout group in the retreat brainstorm the elements of a mission state-
ment for discussion and refinement by the whole group. Involving partic-
ipants in generating the mission statement will be far more likely to breed
feelings of ownership than having the group provide feedback on your first
cut of the mission. In addition, such involvement is likely to provide you
with insights about critical views of participants and will help identify po-
tential allies and blockers where mission implementation is concerned.

With regard to retreat structure, the task force must deal with such ques-
tions as setting, dress, rules to guide deliberations, facilitation, and follow-
through. For example, the task force might recommend that the event be
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held in a comfortable, off-site location with recreational facilities, that
dress be weekend casual, and that the services of a professional facilitator
be procured. The retreat design might also include the rule that no. formal
consensus or final decisions be made, instead that the focus be on gener-
ating as much information as possible via breakout groups. The task force
might be responsible for following up by analyzing the information gener-
ated during the retreat and recommending specific follow-through actions
to the participants at a subsequent session. On numerous occasions, we
have both seen this methodical approach to retreat design result in a high-
ly productive and satisfying experience for participants.

FACILITATION

Facilitation is both a technical function and a style of leading. There are
times that call for the heroic leadership style: for example, when institu-
tional confidence is at low ebb and fear and distrust prevail; when crises
threaten to overwhelm the organization, putting its very existence in jeop-
ardy; and when the pace of change becomes demoralizing and even para-
lyzing. These are the times that call for the heroic commander-in-chief
who is visibly at the institutional helm, unambiguously in charge of affairs:
making the big decisions, issuing clear commands without unseemly ago-
nizing, and employing inspirational rhetoric and theatrical flourishes to
restore confidence and trust. Older Americans remember vividly how heart-
ening it was in the midst of the Great Depression to hear President Franklin
Roosevelt’s rich baritone voice during the radio fireside chats—so confi-
dent, so personal, so parental, like a loving father taking the trouble to ex-
plain complex events in listeners’ terms—assuring them that Americans
had nothing to fear but that old bugaboo itself: fear. :
Visible optimism, dramatic action, verbal eloquence—the stuff of hero-
ic leadership—really do matter in times of crisis. There are times when we
truly need to know that someone is in command and that the buck really
stops somewhere, and if we can have broad shoulders, a deep voice, and even
a white horse, so much the better. However, in real life, day after day there
are very rarely crises of such magnitude that we must call on a heroic leader.
In this regard, the preoccupation with heroic leadership in the literature is
harmful because it can discourage the development of leadership skills by
suggesting that if you lack the natural endowments of a heroic leader—the
broad shoulders, rich baritone voice, a well-honed theatrical sense—you are
unlikely to become a leader. Most of the time over the long run, leader-
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ship of your institution calls for a more subtle skill: facilitation, which in-
volves leading less directly and often from the rear or sidelines.

Facilitation basically involves helping people to participate in a process
successfully—so that the process produces its intended results, both in térms
of institutional benefits (for example, generating a list of strategic issues)
and the effects on the participants themselves (for example, their becom-
ing energized or feeling like owners). Therefore the design and facilitation
functions go hand in hand. Through the design of a function, system, or
organizational unit, we determine the outcomes it is intended to produce,
the steps that must be taken to produce them, and the roles and responsi-
bilities involved in taking the required steps. Without clear outcomes and
a well-defined process, we would be unable to measure the effectiveness of
facilitation. Facilitation is a tremendously important leadership tool for
three major reasons.

First, facilitation is one of the most effective means for taking advan-
tage of people’s experience, wisdom, and knowledge in generating impor-
tant institutional outcomes, such as fashioning innovation initiatives to
address critical issues. More often than not in today’s complex, rapidly
changing world, in our experience, no one person, no matter how intellec-
tually keen and knowledgeable, can be depended on to come up with “right”
answers every time, all the time. Institutions benefit from diverse perspec-
tives, experience, knowledge, and expertise, and facilitation is a powerful
tool for ensuring this input.

Second, by facilitating people in doing important work—helping them
come up with their own ideas and discover their own answers—rather than
merely revealing the truth to them or, worse, commanding them to accept
your viewpoint, you can build feelings of ownership and commitment. Even
when you truly do have the “right” answer—and there will be occasions
when you do—taking the time to design a process through which people
—with your facilitation—can discover the answer you already know may
be worth their time and yours, assuming that their deeper understanding
and their feelings of satisfaction, ownership, and, ultimately, commitment
are critical aims. You might be asking at this point, “Isn’t this just manip-
ulation”? Qur answer is strictly speaking, yes, but we consider it justifiable
manipulation in light of the desired results, and, furthermore, no malevo-
lent intent is involved. Indeed, facilitating people through the discovery pro-
cess is at the heart of the educational process.

Third, in the process of facilitating, you can critically observe board and
staff members in action, as a way of determining their capacity to perform
and contribute under similar situations in the future.
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Well-designed and facilitated board—chief executive~executive staff re-
treats (sometimes known as “advances”) are a good example of this facili-
tated discovery process at its best. Breakout groups are often used in retreats
to foster intimacy and active discussion; they are especially valuable to en-
sure all voices and opinions are heard. For example, at its January 2001
“advance,” the board, chief executive, and senior managers of the Nation-
al Association of College and University Business Officers (NACUBO),
along with the leaders of the four regional “ACUBO?” associations, partic-
ipated in breakout groups designed to generate information on various facets
of board leadership, such as the ideal board composition, desired board
member attributes and qualifications, the decisions and products deserv-
ing high-level board attention in governance areas such as planning and
operational oversight, and the characteristics of a sound board—chief exec-
utive working partnership. To be sure, it would have been easier, more di-
rect, and less time-consuming for the consultant who was facilitating the
advance merely to present a “teachy-preachy” on governance, setting forth
best practice in these various facets of governance and facilitating some
discussion. But as any top-notch teacher knows, the resuit would have been
less understanding, less satisfaction, and less ownership: a high price to
pay for efficiency, in our opinion.

Let’s take another real-life example of the leader as facilitator rather
than the leader as expert or boss—disguised, of course, to protect the inno-
cent. Martha Robbins is vice president for administrative services at Met-
ropolitan Community College, in this capacity overseeing the financial
management, facility management, budget management, internal audit, stu-
dent registration, and auxiliary services functions. Martha is chief staff of-
ficer to the board of directors’ brand-new operational oversight committee,
whose responsibilities include monitoring institutional expenditures on a
monthly basis. The committee’s first meeting will be held in three weeks,
and Martha has been thinking about new ways to summarize and display
financial information to help the committee carry out fully its monitoring
responsibility. Her original plan was simply to present the recommended
financial reporting enhancements to the committee for review and discus-
sion at this first meeting. On reflection, however, she realizes that this tra-
ditional approach would put the committee in a passive review/react mode
that would be highly unlikely to generate strong feelings of ownership among
committee members, hence sacrificing a significant opportunity to build
the committee’s commitment to its new mission.

Martha’s creative solution is to design and facilitate a process for in-
volving committee members in developing their own financial monitoring
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role, including having a say in determining the content and format of the
monthly financial reports that they regularly review. This process involves
three major steps:

* At their kick-off meeting, committee members will (1) engage in a
brainstorming exercise intended to identify the critical features of an
effective committee financial monitoring process, including ideas
about the content and format of financial reports to the committee;
(2) review the current reports being sent to the board; and (3) pin-
point where improvements need to be made.

At a subsequent committee meeting, based on the work done at the
initial session, Martha will present a recommended report format and
review process—for committee review and discussion.

On the basis of input at the second meeting, Martha will develop a re-
vised financial monitoring process for committee adoption at a third
meeting.

Could Martha have designed a technically solid financial reporting
process for the operational oversight committee without going through the
foregoing process? Of course she could have, but she would have sacrificed
the benefit of the committee’s best thinking about its role and, equally im-
portant, the feelings of ownership and commitment to its financial mon-
itoring role that come from creative participation in developing it.

Although the facilitation function is relatively simple in concept, it can
be quite difficult to apply in practice. In fact, we have seen few chief ex-
ecutives who do it really well, not, so far as we can tell, because they could
not learn to become capable facilitators, but because it goes against the
grain. It just does not feel right. The very traits that helped these chief ex-
ecutives rise to the executive ranks and eventually to the top spots in their
respective institutions militate against their becoming effective facilitators:
virtuoso problem solving, aggressiveness, decisiveness, and control. We are
not saying that these are not valuable traits in leading. They certainly are,
but good facilitation requires that an executive be willing to back off from
a “type A” style that might work well in other situations and be willing to
adopt a style that is compatible with the facilitator role. Being an effective
facilitator means

* Truly believing in the importance of serious participation, not just
mouthing the right words. One of us worked with an institutional
chief executive years ago who was capable of become teary-eyed in an
instant when talking about the virtues of participatory management;
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just the thought of an afternoon spent with colleagues around the con-
ference table, exploring corhplex issues, educating one another, and be-
coming better friends in the process could choke him up. However, in
practice, he behaved like a hybrid of the Marquis de Sade and Joseph
Stalin: arrogant, domineering, dismissive, occasionally stunningly rude
—the very opposite of good facilitation. His “espoused theory,” in Har-
vard professor and author Chris Argyris’ words, clearly differed from
his “theory in practice” at least where participation was concerned.

* Taking the time to design a process that will make serious facilitation
possible. For example, deciding to take a couple of hours tomorrow af-
ternoon to work through an agenda of highly complex strategic issues,
when common sense tells you that a two-day retreat would be the only
way to get below the surface enough to understand the issues, is not a
serious approach to designing process.

* Learning the technical skills of facilitation. This includes employing
techniques to stimulate discussion and bring out the various sides of
an issue, listening carefully, summarizing themes and major points as

they emerge, and the like.

* Being patient. An effective facilitator must take the time required to
help people find their own answers and share their own perspectives.
He or she does not feed the “right” answers to them.

STAKEHOLDER RELATIONSHIP MANAGEMENT

Colleges and universities are essentially human beings working together
through formal structure and process to achieve common aims. People are
the real stars of the institutional drama; systems, processes, and technolo-
gies are only the supporting cast. Leadership is obviously, in large mea-
sure, the business of leading people, which means defining, building, and
maintaining relationships with people. This is why stakeholder relation-
ship management is one of the most important skills that you must mas-
ter as a leader. You are already probably pretty good at it; otherwise, you
could not have climbed this high on the institutional career ladder. So
your challenge is to do what you are already doing, but more methodical-
ly and systematically.

We propose a very straightforward definition of “stakeholder™ any per-
son, group, organization, or institution with which it makes good sense for
your organization or you as an individual to build and maintain a formal
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relationship because of the stakes involved. We do not suggest that stake-
holders are necessarily friendly; they might be potential or actual competi-
tors or even enemies. Nor do we subscribe to the notion that stakeholders are
owners of some kind; their “stake” in you or your institution is not, in other
words, necessarily an equity investment from which they expect a return.

Personally, professionally, organizationally, stakeholders surround us. Your
spouse, your parents, your siblings, your children are all your stakeholders.
Within your institution, your colleagues in the president’s cabinet, the pres-
ident, the staff reporting to you, among others, are your stakeholders. Your
institution’s stakeholders include such obvious groups as students and alumni,
the media, and other higher education institutions in your region, and—
within campus boundaries—one of the chief executive’s primary stakehold-
ers is the board, and one of the chief executive’s and board’s preeminent
stakeholders is the faculty. We could go on and on. Stakeholders surround
you and your institution and can powerfully influence your career and your
institution’s success. And, as in all human relationships, how capably the
particular stakeholder relationships are managed determines basically how
close, positive, and productive they are.

Of course, your time, along with that of your institutional colleagues
and, collectively, the members of the various organizational units in your
institution such as the board, the president’s cabinet, and academic depart-
ments, is both precious and finite. There is no way in the world that you
can hope to pay systematic attention to every stakeholder in your envi-
ronment. You must learn individually, as your institution must learn col-
lectively, to pick the right stakeholders. The obvious first step is to set clear
priorities based on an assessment of the stakes involved, coming up with a
top tier of stakeholders who deserve close attention. In the Cornell SCAMP
project, for example, the senior vice president serving as officer in charge of
the project to redesign the process for communicating with newly admitted
students identified top-tier stakeholders—the president, chief academic
officer, deans, and all of the senior department heads of the affected areas.
He then assembled a well-choreographed kickoff meeting with these stake-
holders in order to gain their support from the start of the project.

The top-tier stakeholders will fall into two groups:

Permanent top tier—Stakeholders who can reasonably be expected to be
a feature of your environment over the long run: institutionally speaking,
for example, faculty, students, alumni, the media, community leaders,
and competitive educational institutions; if you are the chief executive,
your board and the vice presidents reporting to you; and, of course, if
you are not the chief executive, he or she is your preeminent stakeholder.
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Ad hoc—Stakeholders who come and go depending on particular cir-
cumstances: for example, a citizens’ committee formed for the exclu-
sive purpose of supporting the passage of the sales tax renewal that

your community college has put on the ballot; a foundation that has
provided your university with a one-time grant to develop a program
in arts education. -

Whether we are talking about your managing the working relationship
with your preeminent stakeholder, the chief executive to whom you report,
or your chief executive and cabinet collectively managing the working re-
lationship with one of their preeminent stakeholders, perhaps their institu-
tion’s board of trustees, a sound stakeholder management strategy consists
of the same basic ingredients:

* Setting clear priorities based on the stakes involved;

* Understanding in detail the quid pro quos involved in keeping the re-
lationship healthy; _ o

* . Understanding in-depth the stakeholder, especially appreciating his or
her~uniq1ie situation and circumstances;

* Fashioning a detailed strategy for managing the relationship; and

* Making sure, if one or more people in addition to you are involved in
dealing with the stakeholder, that roles and responsibilities are clearly
delineated.

Let’s assume that you are the senior vice president for management
services and chief financial officer of your institution and take as an ex-
ample your relationship with your preeminent stakeholder, your chief exec-
utive—the president. She was an easy top-tier choice, because she obviously
possesses the authority to reward and punish you, she can support your de-
cisions or make it difficult for you to implement them, and she can advance
or impede your career development. You know the stakes generally, but you
still need to think through the quid pro quos in some detail. To understand
what your chief executive wants from her relationship with you requires that
you come to know her professionally as deeply as possible. In other words,
she is the subject of your in-depth examination and serious thought. What
are her career aspirations? What is her leadership and management style?
Where is she really strong as a leader and executive, and where does she
need your help? What are her executive priorities and agenda, and how
can you support their achievement? What challenges is she facing, such as
a tense relationship with the board or a fragmented senior management
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team? What are her ego needs and her sensitivities? What behavior on
your part is likely to warm her heart, and how might you be likely to alien-
ate or offend her?

Of course, you need to flip over the coin, and think through for your-
self what you want from the relationship with your president, beyond the
obvious overall approval and support that anyone wants from an immedi-
ate superior. Do you want to develop a particular expertise, say, in gover-
nance, which can be acquired only by observing and working with the board?
Do you aspire to a more external role, representing your institution, for ex-
ample, on the local Commission on Higher Education Board or becoming
an active participant in the National Association of College and University
Business Officers? The point is for you to fashion and execute a strategy
for your relationship with your chief executive that meets her needs and
yours, without your having to violate one or more of your core values.

If your chief executive, for example, seriously needs to be center stage
in any forum where both of you are present and her ego requires a clear
demonstration of deference on your part in public, you can be careful not
to upstage her without violating any serious principles that we know of.
And, if she hates small talk and prefers to make decisions on the basis of a
crisp, one-page summary that follows a specific format, even if you would
enjoy a more informal, interactive approach, you can probably adapt rela-
tively easily to her communication and decision-making style. You will al-
most surely have to do more elaborate planning than merely asking, if you
want to assume a stronger role in, say, working with the board (many chief
executives jealously guard this area as their exclusive preserve) or playing
a more visible role in external affairs. You will likely need, for example, to
demonstrate your competence and loyalty in a number of ways over a long
period of time, thereby building a line of credit with the CEO that you can
draw on in asking for an expanded executive role.

There are some generic “little golden rules” for workmg with your
chief executive that we have found very helpful in our experience:

Go out of your way to educate your chief executive—and support his or
her growth—in areas where she or he lacks knowledge and expertise. For ex-
ample, we have seen many chief executives who know too little about finan-
cial management to be fully secure and successful in their leadership role.
You can build your chief executive’s competence over time through high-
quality briefings and other means.

Take advantage of opportumtles to provide your chief executive with ego-
satisfying, career-building experiences that demonstrate that you really
care about his or her professional welfare. For example, take the trouble to
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prepare the paperwork nominating your chief executive for an award from
a national association and draft his or her acceptance remarks, should he
or she be chosen.

Be secure and open enough to invite your chief executive’s participation
in selected meetings of your management team, when you are confident
that the agenda will provide opportunity for substantive input and will be
of special interest to the chief executive. Not only does this demonstrate
that you are not the kind of person who defensively guards your bailiwick
from chief executive incursions—that you are truly in command and self
confident—but it also allows your chief executive to acquire feelings of
ownership about your own and your team’s activities, which automatically
translates into commitment and support. If you plan these occasions well,
you can make sure that they are ego satisfying to the chief executive. For
example; one executive we know made sure during her first year on the job
that the first item on the agenda of her monthly management team meet-
ing was “the presidential perspective,” and she went to the trouble to brief
the president in advance of every meeting about issues in her area and topics
that the president might want to be involved in discussing. This is espe-
cially important when you are new in your job and are developing an or-
ganization of your own. .

Keep your chief executive well briefed on governance matters, especially
trustee or regent issues and concerns that come to your attention, and look
for opportunities to help your chief executive strengthen his or her part-
nership with the board.

PUBLIC PRESENTATION

By this time in your career, you already know how important public pre-
sentation is as a professional and career development tool. It is also one of
your most powerful leadership tools, as we will discuss in detail in Chap-
ter 2. This is not the place for a detailed primer on public speaking, but we
do want to share some lessons we have learned from frequent appearances
on the podium. First and foremost, know your audience, whether it is your
institution’s board of trustees or 500 financial executives in a ballroom. What
do you think the audience needs and wants to know about the subject of your
presentation? How well versed is your audience on the subject (to ensure that
you do not waste their time by making obvious points)? What important
features of your audience do you need to take into account, culturally speak-
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ing, so that you do not needlessly alienate audience members? For example,
as recently as a decade ago, you would be well advised to avoid using the
term “management” when addressing a group of educators. And when you
are speaking to trustees and senior managers, you want to avoid appearing
to condescend to your audience by being overdetailed in presentation, in-
stead, providing them with an opportunity to “fill'in the blanks” by asking
questions, and thereby affirming your respect for their intelligence.

We have also learned to employ techniques to lessen the emotional and
even physical distance from your audience as a way of promoting bonding.
One very simple way is to get out from behind the lectern and, if possible,
off the platform, so that you become part of the group. With a lavaliere
microphone, you can wander around the room from table to table, mak-
ing eye contact with audience members. Since eye contact is an important
way to connect with an audience, you should avoid reading your presenta-
tion to the group (which would be boring, anyway); at most, you might
glance down occasionally at major points on note cards: Another simple
way to lessen emotional distance from your audience is to match their dress
for the occasion. If you are addressing a convention of auditors at a resort
in Tucson, find out in advance what the audience is likely to be wearing
and dress accordingly. If they dress in resort casual, all you demonstrate
with a pin-striped suit, starched shirt, and tie is that you are different from
them. Demonstrating difference is not a recomrnended approach to emo-
tional bonding.

We have also learned that people hate feeling dumb, so one of the best
ways to bond with an audience is to make people feel capable and smart
about the subject you are presenting. This means that you must make a
real effort to convey complex concepts in ways that they can easily grasp.
Metaphors that an audience can relate to work well in this regard, as does
the use of graphics and visual aids, such as PowerPoint slides. In our ex-
perience, one of the major reasons why board members do not feel warm
toward some chief financial officers is the presentation of financial infor-
mation in ways that make it hard to grasp and even confusing. Of course,
using visual aids and employing metaphors that your audience can relate
to are also ways of entertaining, as well as educating, your audience. Humor
can also be effective, but only if it comes across as natural, rather than forced.
If you possess a dry wit that emerges naturally during presentations, stay with
it; but by all means avoid trying on the Bob Hope or Rodney Dangerfield
persona just for the occasion.

Being yourself is a sound guiding principle for public presentation, but
this does not mean you should not practice. People who are highly accom-
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plished at public presentation practice religiously, as much as possible. In fact,
if you practice enough, becoming intimately familiar with your material,
you will inevitably appear more spontaneous, since you will free yourself
from having to follow the written word. Indeed, the term “rehearsed spon-
taneity” probably applies to all highly accomplished presenters. As you
come to know the information better and better, you will, over time, feel
free to travel interesting byways, embroidering points and exploring nu-
ances, thereby entertaining your audience more effectively. A word to the
wise: never, but never, make a slide presentation without ample rehearsal,
since you cannot know whether the points on the slides work or if your
pacing is right without actually making the presentation—preferably over
and over—before you take it “on the road.”

Finally, if you have had relatively little experience in public presenta-
tion to this point in your career and perchance strongly fear mounting the
podium, be assured that you join a large, distinguished group of Americans.
You have probably heard that surveys indicate that public speaking out-
ranks death on the list of people’s fears, probably because no one wants to
be judged harshly and found lacking, raising the horribie specter of public
embarrassment, even humiliation. However, even if your fear feels intense,
we encourage you to persevere in your public speaking career, bearing in
mind these four points.

First, audiences typically are anything but harsh judges of speakers;
they tend, in our experience, to feel some sympathy, some admiration, and
some relief (“there but for the grace of God go I”). Second, practice in-
evitably overcomes fear, containing if not eliminating it. And third, you do
not want the fear to disappear completely; many fine actors on stage and
screen have testified that their always-present fear can be put to-good use
in performance. If you do not feel any tingle of apprehension, you are like-
ly to be deadly boring at the lectern. Finally, despite what you might feel
when you think about 3,000 people in a ballroom awaiting your entrance,
public speakers do not die on the job any more frequently than members
of other professions, so far as we can tell.

DOING SOME UNLEARNING, IF CALLED FOR

There are very few born leaders, although some people appear to come to
that position with natural endowments and instincts that make it easier
for them to lead. Everyone has something to learn about leadership, no
matter how talented and well-endowed they are, and many also have some
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unlearning to do. One of the ironies in the business of leadership is that
styles that might have helped you rise through the ranks can turn out to
be liabilities—at least if not kept under stern control—in the realm of
leadership. In this regard, perhaps the most sensible course of action is for
you to take a detailed style inventory, asking yourself if there are any as-
pects of your management style that appear potentially—or perhaps have
proved in practice—to be counterproductive. This may require some seri-
ous thinking and probing on your part, since the way we do things can be-
come so ingrained that it seems natural and inevitable.

One common example we have seen is meticulous attention to detail.
There is no question that in the field of financial and other administrative
services, paying attention to the details is a major virtue; in fact, if you do
not, you will eventually be forced to find a career for which you are better
suited. However, as you rise through the ranks and the leadership content
of your work increases, attention to detail across the board is a vice, not a
virtue. Now you must really pick and choose with care. As a leader, the de-
tails you pay attention to will presumably relate more to the strategic than
the operational agenda and to such functions as design, facilitation, and
motivation. So if you apply the same attention to every detail, you will be
so overwhelmed by the trees that the forest will disappear, and you will even-
tually fail as a leader.

One of us worked with a highly capable comptroller several years ago
whose focus on the details served her well until she was promoted to the
quite different position of vice president of administrative services. Her new
position required that she provide direction to six department heads while
also serving as the primary adviser to the president on financial and admin-
istrative matters and as the primary liaison with the board’s operational
oversight committee. Her years-long habit of crossing every “t” and dot-
ting every “i” soon got her into serious trouble, as she tardily responded to
the demands of her staff and CEOQ, falling farther and farther behind and
becoming increasingly defensive. We would like to report a happy ending,
but, unfortunately, she lasted only six months in the job before being asked
to resign.

Another example is problem solving. People who rise to the leadership
level are typically ambitious, aggressive, and intellectually nimble. They
are excellent at solving problems, and, in fact, solving important problems
effectively is one of the most important avenues to career advancement in
management. However, when you are functioning as a leader, you are ex-
pected to develop the problem-solving capacity of the people working for
you: one of the best ways to do that is to facilitate their participation in
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problem solving. Obviously, effective facilitators do not make a habit of
demonstrating to their “facilitatees” that they are better problem solvers by
beating them to the punch. Learning to hold your tongue and be patient
as others come up with the answers might require some reeducation.

Another style of working that can cause you trouble at the leadership
level is such an important career development tool in management that it
is extremely difficult to alter: finished staff work. Chief executives and ex-
ecutive team members dealing with boards often run into trouble because
they cannot shed this once-essential habit. For example, in the area of plan-
ning, we have seen chief executives send finished budgets and so-called
“strategic plans” to their boards for review, with no prior board participa-
tion in developing the documents. Confronted with a finished product,
there is, by definition, nothing important to do other than react; the op-
portunity for creative, substantive input has long passed, meaning that the
potential for board members to feel any ownership for the document is
virtually nil. _

We call this pathological symptom the “thumbing-through” approach
to policy making. The problem is not the presentation of a finished doc-
ument, but the absence of any formal, significant opportunities to shape
the document before it is completed. Conversely, having played a substan-
tive role in identifying strategic issues and choosing strategic change tar-
gets, board members can happily receive and look over the finished
product, knowing that it reflects their policy guidance. One of the best ex-
amples of the success of inclusion is the typical process of preparing a cam-
pus and donors for a major capital campaign. Success comes from bringing
the trustees and major alumni donors along on the journey of making the
case for the need for the financial support and building excitement for the
future of the college or university. This inclusiveness at each step of plan
development has proven to be much more effective than the staff laying a
completed plan in front of trustees to approve a huge increase in resource
requirements and funding.

EMPLOYING YOUR TOTAL INTELLIGENCE

If being smart in the conventional—“head”—sense were enough to be an
effective leader, we would see a trebling of the leadership ranks overnight.
Both our experience and the literature indicate that the most effective
leaders bring a more fully developed intelligence to their leadership work,
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drawing 'on what we call their “total intelligence.” There are two aspects of
total intelligence. The easier one to understand and develop relates to creat-
ing a balanced life that provides you with necessary emotional and spiri-
tual sustenance, helping keep your energy high and your spiritual batteries
charged. This involves your thinking through your personal as well as pro-
fessional needs and priorities, doing careful planning to meet all of your
important needs and keep them balanced, and being vigilant in executing
your plans to ensure that balance is maintained in your day-to-day living.

If you are not careful, work can crowd out very important priorities,
such as a close, happy marriage; an intimate relationship with your children;
and opportunities to express your artistic and spiritual side through ama-
teur theater, creative writing, or volunteer work at your church. The penal-
ties for letting your work crowd out other priorities can, over time, be far
more severe than Jack’s merely becoming a dull boy: emotional fatigue, ebb-
ing physical stamina, perhaps even serious depression or professional burn-
out. Stephen Covey in Seven Habits of Highly Effective People gives one of
the best commentaries on the maintenance of a balanced life agenda. Covey’s
time management matrix demonstrates vividly the potential for seeming-
ly “urgent” but unstrategic activities (answering phone calls, getting to the
bottom of the in-basket, reading and answering all the e-mails) to over-
whelm your truly high priorities.

The second facet of total intelligence is far more complex and consid-
erably more difficult to understand and develop: what we call “heart” in-
telligence. Heart intelligence basically means in-depth knowledge of your
psychological makeup, the emotions that influence your behavior and the
mental filters that influence how you perceive the world around you. What
makes heart intelligence so difficult to deal with is the fact that much of
a person’s emotional life, apparently, resides in the subconscious (or un-
conscious) mind, not easily accessible to a person’s conscious mind. Heart in-
telligence also has to do with precious attributes of your self that may have
been stripped away from your consciousness in your childhood and are
therefore not available to you in leading. Making the (really never ending)
effort to develop your heart intelligence will serve you well in managing
your relationships with the people around you by

* Enabling you to interpret the intentions, motivations, and behavior of
people more accurately, thereby enabling you to deal with them more
effectively; and

* Enabling you to put valuable attributes of your “true” (complete) self
to work in leading.
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Clearing the lens through which you see the world around you, thus
eliminating distortions that restrict your effectiveness is a process of prob-
ing deeply enough to find those emotions underlying the emotions of
which you are aware (and which represent a distortion of reality). Take the
classic, very common case of public speaking anxiety. The anxiety is very
real—all feelings are real—but for some people the intensity of the anxi-
ety is way out of proportion to the real situation. This is not the normal
tingling and mild sense of danger; this is intense fear, accompanied by a
thumping heart, perspiration, rapid breathing, and intense urge to flee, which
are patently a dramatic overreaction to potential embarrassment. This re-
sponse would be more appropriate if a person were just steps ahead of a
charging rhino. .

What is going on here? Obviously, there is an emotion at work behind
the anxiety that has blown it out of proportion, distorting reality and po-
tentially limiting one’s professional growth. We know from experience and
psychological literature that this kind of performance anxiety can afflict
people who as children were the victims of harsh negative judgments, per-

......... B NPy PUP PR NP PROPY RN cemanll

h'a.yo €VeIi Stunining r¢jeciion, Iroiil parents or otner caretakers. Public SpCaKk-
ing puts you in the position of being judged, which is no particular problem
—unless, deep inside, in your subconscious, such situations call up the tre-
mendous pain and fear of a small child. You feel the symptom of that deep-
er childs fear of rejection and loss of love—the public speaking-anxiety
—but you do not have a clue as to why the fear is so intense. We want to
suggest to you that knowing yourself well enough to uncover those hidden
emotions that drive your conscious feelings is a powerful way of overcom-
ing distortions of reality that can limit you as a leader. You may continue
to feel some anxiety, but it will be far easier to break its hold in your per-
sonal and professional lives.

~ The same distorting mental filter (fear of harsh judgment and rejection)
is probably at work when a leader overreacts to criticism, seeing it as a seri-
ous challenge and hence responding defensively. We have seen this phenom-
enon cause serious damage to chief executive—senior manager relationships,
when senior managers become overcontrolling and defensive in dealing with
their chief executives, too busy defending themselves from imaginary threats
to creatively find solutions and develop the relationship. An intense (but un-
conscious) need for control resulting from childhood circumstances can cause
another common distortion: an understandable and desperate need for pro-
tection and security. What you might feel consciously is tremendous anx-
iety when confronted with opportunities to acquire new skills or become
involved in significant innovation. The feeling of being endangered (and
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thus needing to be in control) is real enough, but the risk involved is like-
ly to be far less than the feeling would suggest.

The psychological literature is also filled with accounts of natural at-
tributes of a person that were stripped away early in childhood and sent to
the subconscious realm, where they reside undiscovered and unused. For
example, creativity and spontaneity can be driven out of a child by steady,
unremitting, abusive criticism early in life. All a young child knows is that
demonstrations of creativity and spontaneous behavior displease a parent
or other caretaker and threaten the loss of the all-important acceptance
and love that children crave. Common symptoms of this phenomenon are
the “straight-A perfectionist” syndrome, significant anxiety when confront-
ed with opportunities for spontaneous or creative behavior, and feelings of
emptiness and depression that have no obvious cause. The result, if these
symptoms are not explored, will be less effective leadership.

How can you get to know your self well enough to deal with emotional
distortions of reality and put precious attributes of yourself to work in lead-
ing? We are not psychologists or licensed therapists, but the psychological
and self-help literature and our own experience teach that there are a vari-
ety of paths toward greater self-knowledge.

First and foremost, of course, you must accept and take seriously the
idea of hidden—subconscious—emotions that can influence your behavior
without your being aware of the real causes, and you must commit to the
never-ending journey of self-discovery. Once you make this commitment,
a second step is to start paying attention to your feelings, being on the look-
out for sharp, unexpected emotions and those that appear out of sync with
reality. An obvious third step is to analyze the feelings, ﬁndmg out what
they mean and the lessons they teach.

Why, for example, did that criticism in yesterday’s staff meeting cause
you to feel so threatened and intensely angry? Why does the thought of
publicly demonstrating any weakness cause so much anxiety? One of us
knows a person who, every few years, rereads his favorite Charles Dickens’
novel, David Copperfield, and every time he comes to the passage describ-
ing David’s arrival at his Aunt Betsy Trotwood’s cottage in Dover, he feels
deep emotion, inevitably leading to tears by the end of the chapter. Even-
tually, he began to pay attention, looking for an explanation of the sharp
emotional pangs. As a result, he learned an important lesson about his
deep feelings of being fundamentally alone and at risk in his life. Then his
emotional reaction to Aunt Betsy’s saving David made sense, and he could
put the learning to use in his work. For example, even though he would
still occasionally feel sharp pangs of rejection when criticized by his CEO




PREPARING YOURSELF TO LEAD 27

or one of his colleagues, he learned to overcome the feelings and avoid re-
sponding in a hurt and defensive manner.

We have known many successful managers, generally “type As,” who
dealt with unexplained emotions, especially anxiety, as aberrant events and
even signs of weakness, consequently pushing them aside and treating
them as something to be overcome. They thereby succeeded in stunting
their professional growth without knowing it. Anxiety, by the way, far
from being a sign of weakness, can be seen positively. In fact, Scott Peck
describes it in The Road Less Traveled as a very useful message from your
subconscious, which merits your serious exploration. You should be on the
lookout for other signs.

Some people find meditation a powerful tool for discovering what is
going on emotionally; just spending significant quiet time alone can help.
Indeed, when you meet a hyperactive person, always on the go, never hav-
ing a truly quiet moment, you are right to suspect that he or she is run-
ning away from feelings that cause too much anxiety. Many people write
journals as a way of bringing feelings to the surface. If listening to classical
music, participating in a religious ritual, or reading particular authors clic-
its strong emotion, you can intentionally put yourself in these situations to
learn more about yourself. And, of course, there is always the option of
working—individually or in a group—with a trained therapist. This is a rec-
ommended course of action when emotional barriers to your professional
growth, and ultimately your effectiveness, appear highly resistant to less rig-
orous interventions.

UPDATING YOUR LEADERSHIP KNOWLEDGE BASE

If you embrace leadership as a subject worth studying—indeed, if you think
of it as, in a very real sense, ybilr “business” at this point in your career—
then you have taken the essential first step to bécoming knowledgeable about
leaders and their work. To know leadership in depth, you need to see it as
more than just a collection of techniques in your professional kit bag that
you can just dip into every now and then. It must become your preeminent
“field” of study and your preoccupation professionally. You must see your-
self not just as a higher education administrator who, among other things,
practices leadership, but as a leader in higher education.

However, in reality, leadership is neither a field nor a profession in the
strict sense; it is an art and a calling. As a consequence, you cannot con-
sult a unified body of knowledge—academic or popular—to keep your
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leadership knowledge base up to date. Instead, you must become a dis-
cerning consumer, tracking down pertinent articles in journals that have a
history of dealing with the subject and books that address various facets of
leadership in diverse fields, such as management, history, and psychology.
You should also keep in mind that learning about leadership involves more
than reading; you can observe role models, receive instruction from men-
tors, and even learn “on the job” by consciously testing approaches to lead-
ership in your work.

We conclude this opening chapter by sharing our experiences in learn-
ing about leadership. Although we mention some journals and books that
have proved useful, we do not intend to provide an academic bibliography.
One of your tasks as a leader is to do the sleuthing yourself and build your
own bibliography, which will, of course, evolve over the years. One thing
is certain: to become an effective leader, you must be passionately com-
mitted to lifelong learning and growth. It is not enough to be ambitious
and desire title and prestige; you must be an ardent student as well.

With regard to academic journals that regularly deal with leadership
as a serious subject, two stand out: the Harvard Business Review (Harvard
University Business School) and the Sloan Management Review (Sloan School
of Management at Massachusetts Institute of Technology). The Harvard
Business Review has proved over the years to be a more powerful resource
for leaders because, we think, it treats top business (and increasingly pub-
lic and nonprofit) leaders, partlcularly chief executives, as its preeminent
audience. Both journals are notable in avoiding the kind of academic
“bean countmg ’ that can make reading many management journals an ex-
ercise in masochism. Footnotes are few, and it is recognized that leader-
ship is truly an art, not a science, and hence one need not worry about
academic validation of every point made. No journals in public and non-
profit management deal with leadership regularly and at a high enough
level for us to cite them here. In the field of higher education, leadership
is regularly dealt with in the American Council on Education’s The Presi-
dency, in the Association’ of Govermng Boards’ Trustee, and in NACUBO’s
Business Officer.

In the field of management you need to keep your eyes open for books
on leadership in both the for-profit and the public/nonprofit sectors. By
the way, experience has taught us the wisdom of reading in both sectors,
particularly since much of the really path-breaking work continues to
come from the business side of the fence. One good way to spot likely can-
didates for your reading pleasure is to be on the mailing lists of the pub-
lishing houses that regularly produce books dealing with leadership. For
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example, Jossey-Bass, now a division of John Wiley & Sons, has published
several books dealing with various facets of leadership, such as Warren Bennis’
Why Leaders Can't Lead (1989), which presents the results of in-depth stud-
ies of real-life leaders; Douglas Eadie’s Changing By Design (1997), which
deals with leadership in the context of nonprofit innovation; and James
O'Toole’s Leading Change: Overcoming the Ideology of Comfort and the Tyr-
anny of Custom (1995), which focuses on the subject of values in leadership.
Successful chief executives from the business world occasionally summarize
what they have learned in books that can be very insightful, if not scientific.
One of the best is a very readable little book by Max De Pree, the former
chief executive of Herman Miller: Leadership Is an Art (Dell, 1989).
Under the big leadership umbrella within the management field is a
steady stream of books that delve into specific subjects in which you must
become knowledgeable to be a truly effective leader, most notably, gover-
nance and strategic change management (including work on innovation and
the so-called “learning organization”). In this regard, Douglas Eadie’s Extra-
ordinary Board Leadership (Aspen, 2000) provides detailed guidance on build-

iing “high-impact” boards in nonprofit and public organizations, and John
Bryson’s Strategic Planning for Public and Nonprofit Organizations (Jossey-
Bass, 1995) is the definitive work on strategic planning. Examples of excel-
lent books that look at innovation and change from a broader perspective are
Peter Senge’s Fifth Discipline (Currency-Doubleday, 1994) and Rosabeth
Moss Kanter’s When Giants Learn to Dance (Touchstone Books, 1990).

Venturing beyond the field of for-profit and nonprofit/public manage-
ment is essential if you aspire to become a well-rounded expert in the art of
leadership. We strongly recommend that you be on the lookout for books
dealing with leadership in two very pertinent fields: history, particularly
biography; and psychology, including the self-help genre. In our opinion,
one of the best ways of learning about leadership is to read well-researched
biographies of notable leaders. Five excellent examples are Stephen Ambrose’s
Eisenbower: Soldier and President (Simon & Schuster,-1990), Robert Dallek’s
Flawed Giant: Lyndon Johnson and His Times (Oxford University Press,
1998), David Herbert Donald’s Linco/z (Simon & Schuster, 1995), David
McCullough’s Truman (Simon & Schuster, 1992), and William Manchester’s
American Caesar (Little, Brown, 1978).

In the field of psychology, the intersection of creativity and leadership
has been the subject of three fascinating and insightful works by Howard
Gardner, the director of Project Zero at Harvard University’s Graduate
School of Education: Extraordinary Minds (BasicBooks, 1997), Leading
Minds (BasicBooks, 1995), and Creating Minds (BasicBooks, 1993). Numer-
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ous studies linking psychological concepts such as “self” and the uncon-
scious/subconscious mind fill bookshelves, including many that cross from
professional psychology into the self-help genre. At the more profession-
al end of the spectrum, for example, is June Singer’s Boundaries of the Soul
(Anchor Books, 1994), which beautifully elucidates key elements of Carl
Jung’s thinking. One of the most powerful books linking psychological
and spiritual growth that probably fits on the self-help shelf is Scott Peck’s
The Road Less Traveled (Simon & Schuster, second edition, 1998).

We could go on, but our objective is simply to suggest some paths that
you might travel in your quest for knowledge in the “business” of leader-
ship, rather than to provide you with a comprehensive reading list. As you
well know, reading is not the only—and perhaps not the most effective—
approach to learning; you will also want to engage in direct observation of
leaders at work, in your institution and other settings. Involvement in re-
gional and national associations, by working on task forces, committees,
and boards, is one way to find leaders worth observing; another is to serve
on corporate boards of directors and the boards of local nonprofit organiza-
tions. You are, indeed, fortunate if you find yourself working under a chief
executive or board chair who is an outstanding leader with much to teach
and who is willing to serve as your mentor.

IN CLOSING

In this opening chapter of The Extraordinary Higher Education Leader we
have laid a foundation for what follows by distinguishing between manage-
ment and leadership, examining the characteristics of effective leadership
and leaders, and looking at four skills that you must master to lead effec-
tively: design, facilitation, stakeholder relationship management, and public
presentation. We then explained why developing your “total intelligence”
is a critical part of becoming a leader and briefly described some styles that
you might need to unlearn on your leadership journey. We concluded with
a brief description of the sources you might consult in order to keep your
leadership knowledge base up to date.




CHAPTER 2

LEADING PEOPLE

PEOPLE: A BIG PART OF YOUR JOB

Leaders lead actual living, breathing people, not abstract organizational
entities. People are your institution’s basic building block; by far its most
precious asset in realizing its vision and carrying out its mission. To be sure,
systems, technologies, and machines can make valuable contributions to in-
stitutional effectiveness and efficiency. However, learning to develop and cap-
italize on the human resources in your institution should be at the very top
of your list of leadership challenges. Well-led, committed, dedicated, knowl-
edgeable, and sufficiently trained human beings can overcome significant
deficiencies in institutional systems and technologies. Without the right
people, no investment in technology can ensure institutional success.
You would think that this is an obvious point, especially in the field of
higher education, but these days, executives often appear far more excit-
ed about getting on top of and harnessing the wonders of explosive tech-
nological change than about the more mundane work of human resource
development. All too often, developing an institution’s human resource is
viewed as the preserve of the personnel or human resources department
or, WOrse, not even as a serious institutional priority. The life of a leader
would certainly be far simpler if organizations were primarily machines;
without question, institutional outcomes would be more predictable and
you could concentrate on selecting the right technologies and on the me-
chanics of keeping your machines in good working order. At least when
you are assessing technological needs and weighing alternative techno-
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logical and mechanical investments, you are not worrying about those
pesky people, with their diverse capabilities, complex and often inscrutable
emotions, and shifting motivations and expectations. One of the most im-
portant reasons why, in our opinion, executives seem so enamored of tech-
nology these days, often at the expense of serious involvement in human
resource development, is its apparent—and very attractive—simplicity.

AN INCREASINGLY GREATER CHALLENGE

The fundamental premise underlying this chapter, then, is that if you as-
pire to be an extraordinary administrative/business leader, you must make
one of your highest priority concerns directly leading the people in your
institution. Developing and fully utilizing people as your most precious re-
source is critical to long-term institutional success. In doing so, you are tak-
ing on a tremendous challenge. First of all, what goes on in the minds of
people will always be, in large measure, invisible and mysterious: in other
words, people cannot always be counted on to satisfy your predictions or
meet your expectations. There will never be a time when you can say, with
100 percent confidence, that a particular action on your part will evoke a
particular response from the people around you. And if the basic com-
plexity of human beings were not enough of a challenge, leaders these days
must also contend with significant cultural changes that demand even
more flexibility and ingenuity, for example:

* Organizational loyalty across the board—in national, state, and local
government, higher education, health care, and other segments of the
for-profit and nonprofit/public sectors—is on the wane. In today’s world,
not only will issuing commands based on management authority not get
you very far as a leader, you cannot even count on appeals to institution-
al loyalty to move people in certain directions or to elicit greater effort.
These days the ties that automatically bind in the work world are increas-
ingly professional, rather than organizational. In every sector, people
tend to identify with their knowledge base and professional expertise,
independent of and transcending, particular institutions. This is not to
say that leaders cannot inspire commitment to institutional directions,
rather that to do so successfully requires significant ingenuity, a well-
planned effort, and, almost certainly, an ability to tie organizatienal in-
terests to higher, more inspiring ends beyond just the institution itself.
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* In higher education, leaders must contend, to a unique degree, with'a
“do your own thing” mentality that grows naturally out of the highly
 individualistic academic culture, which counts independence among its
most cherished principles. Academic units are often like medieval fief-
doms that cannot easily be melded into anything like a “corporate”
culture. It appears likely that administrative departments will increas-
ingly mirror this traditional academic culture unless effective leader-

- ship intervenes.

~There is also what we call the “crisis of rising expectations” (or “creep-
ing consumerism”). People have come to expect a stronger return on their
investment of time and energy in their work. Money has always counted
for a lot, and still does, just as people have always expected more than just
a paycheck for their work. While employees have always cared about the
importance of their work and the satisfaction that they derive from per-
forming it, the expected professional “ROI” has clearly escalated tremen-
dously in recent years. Increasingly, people expect to have a visible
impact—now, in concrete ways—not just vaguely, over the long run. They
also expect not to have to tolerate needless formality. Standing on cere-
mony, at least in dress and decorum, is no longer the norm: witness the
rapidly growing practices of everyday casual dress and flexible work hours.
Growing employee impatience with traditional approaches to manage-
ment makes the job of leading far more challenging than in yesteryear.

A third phenomenon contributing to the greater challenges in leader-
ship is growing workforce diversity, in terms of gender, race, and cultural
background. The fifty-something white males who have traditionally led
our institutions are steadily shrinking as a proportion of the professional
ranks in all sectors and professions. Most readers, along with the authors,
would probably consider this a very healthy trend, enriching both human
interactions and the content of institutional plans and strategies while also
making a powerful social policy statement. However, leadership has, as a
consequence, become much more difficult. Leaders must not only under-
stand a wider range of human behavior; they must also be able to employ
a more diverse portfolio of styles. To say simply, “I am who I am—in per-
sonality and style—take me as I am,” might be an admirable sign of can-
dor and courage, but it is not an intelligent leadership approach. To lead
people successfully in today’s ever more diverse institutions is therefore
likely to require psychological growth and interpersonal skills develop—'
ment on the part of the leader.
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THE KEYS TO LEADING PEOPLE

As a leader, you are uniquely responsible for building the long-term loyal-
ty and commitment of the people making up your part of the institution
or if you are the chief executive, the whole institution. You can carry out
this leadership responsibility through two broad, closely related, and some-
what overlapping streams of leadership activity that are the subject of this
chapter—one primarily in the domain of feeling and interpersonal relations
and the other in the more technical domain of system and process design:

* Inspiring your people, which has to do with reaching their hearts
more than their minds, deepening their emotional commitment to
your institution and to particular institutional directions; and

Empowering your people-—the indispensable partner of inspiration—
which has to do with strengthening their capacity to make a signifi-
cant contribution to the institution, thereby realizing their potential.

You can think of inspiration and empowerment as a powerful “one-two
punch.” Inspired people are much more likely to become empowered peo-
ple, thereby making an important contribution to institutional success. But
neither alone can ultimately succeed. If you make a strong effort to stir
people’s emotions, inspiring feelings of loyalty and commitment, but fail
to follow through by fashioning systems and processes that enable them to
contribute in meaningful ways to institutional directions, then inspiration
can easily erode and even degenerate into cynicism. If you concentrate to-
tally on designing and facilitating people’s participation in processes such
as strategic and operational planning, without taking the trouble to inspire
them, the people who report to you are likely to bring far less positive
emotional energy to their participation. There is, then, no practical way
for you to be successful as a leader of people without employing simulta-
neously both inspiration and empowerment as leadership tools.

INSPIRING BY SETTING SIGHTS

As an institutional leader, you can inspire people through your words and
your behavior. Of course, words alone cannot do the job. If what you do
does not consistently match what you say, or contradicts it in significant
ways, then the power of your words to influence attitudes will, over time,
fade away, leaving disappointment and often a sense of betrayal in its
wake. As a leader, your words are most inspirational when they draw peo-
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ple’s attention to higher, more fundamental purposes that transcend the
specific work they do and that put your organizational or institutional mis-
sion in a broader context. Talking about day-to-day nuts and bolts matters
concerning operational management, no matter how important, is no way
to stir people’s emotions. Instead, inspirational leaders talk often, and well,
about the “big picture,” in terms of institutional values, vision, and mission
—what we call your institutional “strategic agenda”—and about how this
framework fits into a wider social context. We will touch briefly here on
values, vision, and mission and deal with these elements of the strategic
agenda in greater detail in Chapter 3. °

VALUES

Values are the cherished beliefs and principles—the fundamental golden
rules—that presumably govern all institutional planning and operations.
Values are, by definition, both aspirational—pointing your institution in
particular directions—and inspirational—giving -deeper meaning to the
work you do. Values also provide you with a transcendent ethical frame-
work, an overarching collective conscience, telling you which institutional
behavior is morally preferable and which behavior is morally unacceptable.
Values can relate to what an institution does and how it carries out its mis-
sion, as well as its internal climate. One of the most effective ways to de-
velop a values statement of an institution or one of its organizational units
is to complete the sentence, “We believe in ... ”

For example, a college or university might hold dear such values as in-
struction of the highest possible quality for the resources available; educa-
tion of the whole person; prudent management of public and private
resources; education of students and the advancement of knowledge as co-
equal aims; an internal climate that fosters mutual respect and under-
standing; the promotion and celebration of diversity among students,
faculty, and staff; and the like. The National Association of College and
University Business Officers, through an employee steering committee, has
established three core values relating to internal management and mem-
ber service delivery: integrity, excellence, and leadership.

VISION

Vision is a picture of the desired future of an institution or one of its or-
ganizational units (an administrative services unit can have a vision as well
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as an entire institution), which can be expressed in diverse ways: its long-
term impacts on the world around it; its unique role and place in that
world; its size and shape, institutionally speaking; and even its image in
the eyes of key stakeholders. Vision has to do less with rules and organi-
zational ethical boundaries than with ultimate directions and outcomes.
Vision statements can be crafted by completing sentences such as “As a re-
sult of our work ... ; Our institution will be ... ; Our institution will be
seen as ...~ Now, it is true that a vision statement can be summarized into
a two- or three-sentence paragraph and ultimately condensed down into
one or more slogans and a logo, but the starting point, if vision is taken
seriously, is a detailed, multifaceted statement that captures institutional
aspirations in all of their richness and diversity.

To illustrate the point that visions can be fashioned to inspire and
guide planning and operations for organizational units as well as a com-
plete institution, let’s take some elements from the vision statement of the
administrative services department of an institution: “We envision that as
a result of our efforts: academic and administrative cost centers will be
provided with the accurate and timely financial information that they
need to manage their operations and to plan for the future; advances in
management technologies will be harnessed in cost-effective ways to as-
sist educational and administrative effectiveness and efficiency; We envi-
sion that our department will be seen as: progressive, keeping up to date
with advances in our field; efficient, keeping operatmg costs as low as fea-
sible without compromising quality; highly responsive to requests for ser-
vice; and the like.”

MISSION

Mission is intended to be a clear, concise, summary statement of what dis-
tinguishes an organization or institution from other organizations or in-
stitutions in that environment. A mission statement tells basically why an
organization is in business, what drives it and makes it special. For exam-
ple, Massachusetts Institute of Technology’s mission statement begins, “The
mission of MIT is to advance knowledge and educate students in science,
technology, and other areas of scholarship that will best serve the nation
and the world in the 21st century.”

It continues: “The Institute is committed to generating, disseminat-
ing, and preserving knowledge, and to working with others to bring this
knowledge to bear on the world’s great challenges. MIT is dedicated to

providing its students with an education that combines rigorous academ-
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ic study and the excitement of discovery with the support and intellectual
stimulation of a diverse campus community. We seek to develop in each
member of the MIT community the ability and passion to work wisely,
creatively, and effectively for the betterment of humankind.”

Loyola College in Maryland seeks to ingrain its mission into every-
thing it does by printing it not only on its Web site but also on employ-
ees’ business cards. It states: “Loyola College in Maryland is a Catholic,
comprehensive university in the educational and spiritual traditions of the
Society of Jesus and the Religious Sisters of Mercy, dedicated to the ideals
of liberal education and the practice of cura personalis.” Loyola also has an
educational mission statement: “Loyola College in Maryland will chal-
lenge students to learn, lead, and serve in a diverse and changing world.”

Public colleges and universities often have broader mission statements,
reflecting their roles in the community. For example: “Oregon State Univer-
sity aspires to stimulate a lasting attitude of inquiry, openness, and social
responsibility. To meet these aspirations, we are committed to providing ex-
cellent academic programs, educational experiences, and creative scholarship.”

Units within institutions sometimes have their own mission statements.
Financial Services at Duke University has the following mission statement:
“The Mission of Financial Services is to provide accurate, timely, central-
ized accounting and financial analytical services in order to assist the Board
of Trustees, senior administrative officers, and operating management in
the efficient and effective management, monitoring, and control of the fi-
nancial resources of the University. By pursuing this mission, Financial
Services supports the core commitments, fundamental operating policies,
and institutional imperatives outlined in the University’s planning docu-
ment, Shaping the Future—A Young University Faces a New Century.”

CONTEXT

Drawing people’s attention to the broader context within which their orga-
nization or institution fits is another way of setting the sights higher and
touching people’s emotions. Higher education certainly offers numerous op-
portunities in this regard. For example, the histories pf institutions such as
Harvard and the University of Virginia are inextricably bound up in our
nation’s settlement and the laying of its legal, social, and constitutional foun-
dations. Institutions such as the University of Illinois, Ohio State Univer-
sity, and Indiana University are part of an inspiring Land Grant movement
that tremendously widened educational opportunity in the newer states of
the Union. And narrowing the focus a bit, the founding of Cuyahoga Com-
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munity College in the Greater Cleveland, Ohio, metropolitan area took
place in the context of a long battle to bring public, easily accessible edu-
cation to a radically underserved community. Veterans of those early days
of what became a huge, three-campus institution can inspire audiences
with their tale of missionary zeal in overcoming daunting challenges.

THREE GREAT STORYTELLERS

The psychologist Howard Gardner suggests that the “stories” leaders tell
can be-a powerful way to capture people’s attention and strike deep emo-
tional chords. By “story,” Gardner does not mean a fictional tale; rather, a
story is more like a myth that taps into a people’s collective identity—a fun-
damental truth about their aspirations, if not the reality of their situation,
that transcends individual differences, binding them together as a people.
A leader’s followers already know the story in an intuitive sense, whether
or not they can articulate it or even think about it often, and they love to
hear it told again and again in creative ways.

Three of the most effective political leaders in our history in terms of
their capacity to inspire trust and affection in their followers and foster in-
stitutional commitment and loyalty through their storytelling were Abraham
Lincoln, Franklin Roosevelt, and Ronald Reagan. The first two rose to power
in the midst of cataclysmic events: a civil war that tore a young nation apart,
pitting brother against brother and calling into question the very existence
of the American democratic experiment, and the Great Depression, an eco-
nomic collapse of unparalleled magnitude. The third faced a discouraged,
cynical people, weary and disillusioned from the failed war in Vietnam, the
Watergate crisis, the continuing Cold War with the Soviet Union, and the
rampant inflation that had helped to do in the Carter Administration.

Interestingly, Lincoln—by far, the most eloquent and inspiring teller
of grand stories of the three—was widely unpopular during most of his
first term in office. Not only was he a minority president, winning less
than 50 percent of the vote in the election of 1860, he was also saddled
with a succession of losing generals until Ulysses Grant began to win in
the West. But as the years have passed, we have come to recognize the
brilliance of Lincoln’s stories. Above all others, two of his stories stand out
as the most powerful. The first was of the mystical ties of the American
Union: created by the people themselves, not by the mere agreement of
sovereign states, divinely inspired, not dissolvable. The second concerned
equality of all people, notwithstanding the Constitution’s countenancing
slavery. Both stories were beautifully woven into Lincoln’s Gettysburg Ad-
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dress, which, according to the historian Garry Wills, “etherealized in the
crucible” of Lincoln’s language the “nightmare realities” of that terrible
battle. In Wills’ words: “The tragedy of macerated bodies, the many
bloody and ignoble aspects of this inconclusive encounter, are transfigured
in Lincoln’s rhetoric, where the physical residue of battle is volatilized as
the product of an experiment testing whether a government can maintain
the proposition of equality. ... The discussion [in the address] is driven
back and back, beyond the historical particulars, to great ideals that are
made to grapple naked in an airy battle of the mind. Lincoln derives a
new, a transcendental, significance from this bloody episode.”

Neither Franklin Roosevelt nor Ronald Reagan brought to leadership
the precise logic, the meticulously crafted rhetoric, or the sense of place in
history that Abraham Lincoln did, but they nonetheléss inspired Americans
with their powerful stories. Roosevelt told a fearful, demoralized nation a
story the people desperately needed to hear: We Americans are a funda-
mentally strong, resilient people who can overcome the severest of chal-
lenges so long as we do not succumb to fear itself. And Ronald Reagan told
the immensely appealing story of the American Republic as a beacon on
the hill, radiating the message of democracy throughout the world.

MAKING STORYTELLING YOUR TOOL

You might be saying to yourself at this point, “What do these grand ex-
amples of national leadership have to do with my institution, much less the
organization that I head within that institution?” Actually, they are very per-
tinent, the difference being one of scale, not kind. Nothing prevents you, as
a leader, from looking for shared stories that can inspire the people work-
ing with you, helping to meld them into a more cohesive group. Indeed,
as was true of Lincoln, you might play a strong role in creating the story
from shared events that no one but you has perceived as the ingredients of
a new organizational myth, rather than merely retelling an oft-told tale.
Your stories will necessarily be more mundane than Lincoln’s story of a
democratic experiment posited on the principle of human equality, but
nonetheless they can be pertinent and powerful.

One of us vividly recalls working with a finance department staff who
had gone through the crucible of an 18-month system upgrade, involving
new hardware and software and the production of a new monthly budget
report for unit heads. At the successful conclusion of this often painful
process, which demanded many late nights and pizza dinners and during
which the participants often felt under siege, a common story emerged. It
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was a story of shared dedication to the principles of sound financial man-
agement, to top-notch service, and to each other’s careers, something that
could take the group through the toughest of ordeals, to a stronger, more
unified department. This story was told often in the ensuing months and
even years, when things got dicey now and again, serving as a reminder to
veterans and a lesson to newcomers about the power of shared purpose.

One of us also saw this phenomenon at work in an interinstitutional
context. The closing of a plant that was the community’s largest employ-
er and biggest taxpayer was the greatest crisis that this community had
faced since the Great Depression. At the request of the county executive,
the community college president chaired a task force of public, nonprofit,
and for-profit chief executives, who over a period of 18 months, fashioned
and oversaw the successful implementation of an economic development
strategy aimed at replacing the lost jobs. Years later, people still told the
story of how shared purpose and community patriotism that transcended
narrow institutional interests had overcome tremendous barriers.

At Cornell University the story of the kickoff of SCAMP is practically
alegend. The senior vice president serving as the officer in charge of the pro-
ject chose to tell the story of an incoming student’s experience by having staff
dramatically dump more than 10 pounds of documents, brochures, and fly-
ers onto the table around which key stakeholders were seated and declaring,
“Surely we can do better than this!” This moment, which has not been for-
gotten by staff veterans nearly a decade later, crystallized support for the
project and led to major process changes and dollar savings. The story has
been repeated over the years to inspire further coordination and process
improvements.

NOT ONLY WHAT YOU SAY, BUT HOW YOU TALK

Getting the content right—elevated enough to draw people’s attention
away from the unceasing and sometimes numbing rituals of day-to-day
operations—is a giant step in the direction of inspiring people, but how
you present the words is at least as important as what you say. In this re-
gard, experience has taught us three important lessons:

* Demonstrate your seriousness,
+ Strive for intimacy, and

* Use ceremony as appropriate.
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DEMONSTRATING SERIOUSNESS

The people around you can quickly tell how serious you are, both about your
responsibility to inspire their commitment and about the inspirational con-
tent you are communicating. Let’s say that you have called a staff meeting
to discuss the vision statement that was recently adopted by your institu-
tion’s board of trustees. You can demonstrate your seriousness about the
content of the vision in a number of small, practical ways that, taken to-
gether, will convince your staff to take it seriously as well. In the first place,
you can set aside enough time for a thorough explanation and discussion.
You can go over the vision point by point, demonstrating that you under-
stand it by phrasing each point in your own language and suggesting the
implications that the various points have for your administrative services
operation. You can invite discussion, perhaps even breaking into small groups
to explore practical ways your operation can contribute to your institu-
tion’s realizing the vision.

You can provide some background to your group that will be helpful in
fitting the updated vision into a broader institutional development frame-
work, perhaps describing the board-chief executive-cabinet retreat at which
the first cut of the vision was fashioned and explaining how the president’s
cabinet and eventually the board’s planning committee refined the vision
and crafted the version that was adopted. Or, of course, you can merely
pass out copies of the vision and briefly comment on it before moving on
to the really serious items on the agenda, thereby ensuring that no one will
waste valuable time worrying about “that vision thing” after the meeting.
In addition to demonstrating the seriousness of what you say—your vision,
for example—you can inspire staff by striving for greater intimacy in your
communication. '

STRIVING FOR INTIMACY

Experience has probably taught you, like us, that the more intimate your
communication, the more likely you are to get your points across and, in
the case of the recently updated vision, to inspire your staff. An indispens-
able first step in this regard is to communicate orally, in person, or face to
face. Although the written word—when the words are well chosen and the
phraseology elegant—might inspire a select few traditionalists, most peo-
ple prefer to hear the word from their leaders directly, if possible. Sticking




THE EXTRAORDINARY HIGHER EDUCATION LEADER

with the updated institutional vision statement as an example, you can
schedule meetings with each of your organizational units over a period of
weeks for the sole purposé of discussing the vision. By the way, the small
groups will not only promote intimacy, but will also demonstrate your se-
riousness about the vision; after all, you have taken the time from a very
demanding schedule for these sessions. You can also employ a more inti-
mate style in these meetings, showing by your friendly demeanor, your pa-
tient listening, your obvious interest in the points being made, and the fact
that you are not taking furtive glances at your watch every couple of min-
utes, that you really do care about people and what they think.

You can also narrow the distance between you and the people you lead
by your willingness to share experiences with them that they would not
otherwise know about, giving them an “insider’s” view. For example, your
staff were not privy to the deliberations at the board-executive team re-
treat at which the first-cut vision was developed, so you share with them
some of the drama of that very important gathering, at which there was
pretty heated debate about certain institutional directions. You can share
the major points without talking “out of school,” as a means of bringing
the vision statement to life. As a leader, you are in a unique position to
bring back insights from a wider world of which the staff are not a part,
adding a dash of spice to the everyday operational menu. For example, you
might discuss your work with a task force of the National Association of
College and University Business Officers, which is exploring professional
development issues..

You can also promote intimate communication with the people you
lead by daring to give them a glimpse behind the fagade of “strong leader™:
sharing uncertainties, fears, and even weaknesses. By daring to be less than
perfect, you declare your membership in that large group of flawed human
beings and you demonstrate trust that they will not take advantage of your
candor. Now, we are not recommending unseemly washing of dirty laun-
dry or a display of excess emotion. You need not fall apart in public to
demonstrate your humanity; just allow people to see behind the fagade
now and then. One of us a few years ago worked with the administrative
vice president of a large institution who had restructured part of her orga-
nization without adequately thinking through the practical i