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Good morning.

I am Jenn Stringer, a member of the recognition committee and associate CIO for Academic

Engagement in Berkley.
I am not going to spend a lot of time introducing these two amazing women.

What I do want to say though is that being a part of the recognition committee is a tough job because we take a look at a lot of amazing people and it was so clear to us – normally we select one for the Community Leadership Award and these two amazing women came up and they were just head and shoulders above all of the other applications.

And it was amazing to actually read through them and, in the end, we decided it had to go to both of them.

So, fortunately for you, that means they get to share the time here and we get to hear pearls of wisdom from both; Theresa Rowe who is CIO at Oakland University and Joanne Kossuth who is the Vice President for Operations and CIO at Olin College of Engineering.

Thank you.

Good morning.

Everybody can hear okay.

Welcome to the online audience as well.

So Theresa and I are going to present two different takes on leadership, assuming we can get our technology to cooperate the right way here.

I’m going to talk a little bit about leadership models.

A lot of you are familiar with different leadership models.

Obviously there’s competency based; competency based models are ones that define your path and your career as one where you start out not knowing quite so much about some things and graduate to knowing a whole lot of that particular area that you’re working in.

Collective leadership models depend on distributing both power and functions across a number of people.

Collaborative models are really across both functional and organizational boundaries of institutions.

And then there’s one called compassionate leadership model and that’s one where you really focus on working with your team, making sure that you listen for non-verbal cues and really sharing and being empathetic in order to build confidence in those folks so that they can then take it to the next level in the work that they do.

So there’s a whole bunch of leadership models.

If we go out and google leadership models on the web, you’re going to find all sorts of diagrams.

I pulled in a number that I thought were particularly appropriate.

This one is called The HEART Leadership Model.

And you can see where that comes from with Honesty and Humility, Empowerment, Attention to Detail, Results and Teachable at All Times.

So this one is certainly based on working with your team and being able to relate back to the skills and strengths of the people on the team, but, at the same time, empowering them to move forward and making sure that you’re there on a support function.

Then leadership development models also cut across individuals, groups and community.

This one is from Marquette University where around the individuals you’re becoming aware of yourself.

And this came up yesterday in a number of our professional development conversations to be aware of yourself so that you can then have leadership foundation in yourself and all of your team members and then, when you lead the group, you’re prepared to lead the teamwork and communication and then prepared to lead the community around both of the individuals and groups that you’ve helped to bring along.

And then towards a new model is one that’s reflective of a lot of today’s realities I think.

It deals with the demographic and social shifts that are going on.

So there’s emotional intelligence component.

How many people have heard about emotional intelligence before?

Alright, almost everybody.

That shows that we’ve done a good on professional development on emotional intelligence.

And then intellectual and social, the whole social network piece.

Looking at it as a real focus on emerging talent pools and both an inner and outer journey for a leader.

So as a leader, you’re dealing with crisis, you’re dealing with all these testing edges of systems and then you’re also internally trying to figure out how to learn and reflect to be able to bring your team along in this new demographic and societal age, which is really focused a lot on globalization, which has quite a few challenges, and then there are so many stakeholders.

How many people in the room feel like they’ve got more than one boss?

I feel like I have one boss in every single person that’s at our institution.

Some days that could be a little bit overwhelming.

And then there’s also resource scarcity.

If there’s anybody in the room that has excess resources, can you like raise your hand because we want to get to meet you after.

Certainly a model that’s trying to take in account the new contacts, the world that we live in, the new ways that the new generations of up and coming leaders need to be related to, and then our own internal journeys of how we can make that emergent talent pool successful in this new environment.

And this is a model that I pulled that actually is partly came out of Olin College and Olin’s learning continuum in the triangle that we created, but really a focus in this model is on leading around improvisation, innovation and implementation; very action-oriented model.

And you can find a lot more out there.

One of the challenges we have when we’re growing leaders regardless of the model that we select is that we have to build competencies and leaders.

And so when you ask what is a competency you get a whole lot of different answers, right, but certainly a part that is all the character qualities that come with it; someone energetic, do they have a work ethic, those kinds of things.

Then there’s also how time is spent.

I’m not sure about your organizations, but one challenge that we typically have is when you want to develop leaders, they have to take time out of their day job to do some other things, and the day job still has to get done.

So it’s not like it’s a very simple thing, you have to be able to make it okay for people to spend time on actually the professional development and leadership portion.

So I’m going to ask you to take a couple minutes here and, so I know you’re all not sitting next to someone, so you could scoot over a few seats.

Don’t rearrange the room.

And if you’re online, I would like ask you to open up a chat window and to have a conversation with somebody else that’s online.

But to talk to a person or persons near you about what you think your leadership style is and then I’m going to ask you to share a few if you could step up to the microphone and to share that.

I know it’s early in the morning and you’re probably not all 100% caffeinated, but, if you would turn around or join the person next to you, take a few minutes and have a brief conversation and we’ll be right back with you on that.

If you’re online, please pick someone else that’s online and have a conversation.

Okay, in the interest of time, I know we started these great conversations that you‘re all going to continue once the session breaks and you have other opportunities to engage today.

So I’d like to ask for a couple volunteers to step up to the microphone and share a nugget of your conversation.

Who’s going to be brave and go first or if there’s someone online that would like to inject that, please send that in so that we can add that into the mix.

Do you want to just step up to the microphone because we want to make sure everybody can hear you.

Thank you.

Hi, Gina Siesing at Bryn Mawr College and this is such a great topic.

In our conversation what we recognize is that, like many folks probably in the room, we started out with the competency based leadership approach and then moved to a compassionate leadership model and really sort of creating a sense of spaciousness to give the illusion that we have time to think and be strategic and figure out what the right things are to do and focus and to help the people around us to get where they’re going.

And we talked a little bit – a colonel was sort of the are there moments where you find yourself getting impatient or wanting to react you know, and yes, of course, and how do we get back to the it’s all about the talented people in the group and how do we make sure that we’re all getting there together.

Great summary, thanks, Gina.

Anybody else, please step up to the mic.

I’m [Katie Raines] from ASU and Tom is from Carnegie Mellon and we kind of had a ying and yang approach because I said I was collaborative and he said he was results, but we both want to get the results through teams.

So I think the point of that is you’re strength or your character, what you are, really influences your leadership style.

Absolutely, and that’s a great point that when you’re a leader you need to understand what your strengths are and build your team around the strengths you don’t necessarily have so that you can cover the whole gamut of the skills necessary.

One more person want to step up and share?

You have somebody online, go ahead.

Yes we have a [Brian Kruzniak] online.

He hasn’t elaborated, but he did site his style as leading by example.

Leading by example; yet another leadership style.

Thank you.

Thank you all for doing that and I hope you continue those conversations out in the hallways and later on today because they’re important ones for all of us to be having.

When you’re developing leaders it’s also important to challenge them and you might ask how do I challenge them; so reflective practices.

How many people journal or reflect on a regular basis?

A few.

It’s hard to take the time out and do that even if you do it in your head, but it is better if you write it down, but encouraging folks to reflect on what happened during the course of their day and their experience.

Job rotation; anybody rotate people around their jobs?

A few hands in the room.

It can be really a good thing and encourages people to stretch.

We all tend to get a little bit comfortable and say, oh, we’re so busy, I can’t possibly do something else, but encouraging the up and coming leaders to stretch and putting people in unfamiliar circumstances.

I’m a great fan of saying ambiguity and uncertainty are your friends so that makes people uncomfortable but helps, again, stretch the way that they think.

Becoming a leader is not all about having positive experiences so challenging your folks to understand what it is when you don’t have quite so positive experiences, and, obviously, mentoring and feedback and there are a lot of (inaudible) these days that are helpful, they’re not the do all and end all, but they’re certainly helpful when you’re challenging the folks on your team that want to become leaders.

And in terms of education of leaders, this list, I’m not going to go through it because you can all certainly see it, one of the things we found yesterday in doing a couple of professional development sessions is that all of these things are still on the list.

So that’s a good thing.

So we have some consensus around what leaderful education, whether it’s conflict resolution, team building is one that came up today as a critical one, delegation skills, coaching, and I have my own little tips here on what I think works.

Listen; no really listen so when people talk to you and feedback and hear, people do 360 degree reviews in their organizations.

So I have a number of hands up in the audience.

That’s really important.

You understand not just how you see yourself but how your peers, how your subordinates and your superiors see yourself.

Connecting on a variety of levels and being able to read people.

Body language is great; it’s a great way to give yourself a hint as to what’s coming or how you should react.

Playing nice in the sandbox, not always fun, not always what you want to do but, in my experience, something’s that really critical.

Remember your team success is your success.

You’re as successful as your people are.

Being willing to try new things; solving problems and being aware.

It’s sort of like when we all walk down the road with our smart phone and we’re texting and we’re doing these things and we like walk into a pole.

Well it’s very easy to do that when you get comfortable in your organization so you want to make sure that your head’s up, that you’re aware and that you’re paying attention.

Persuasion and influence; absolutely critical.

A lot of what I get done at my organization is not based on the fact that people report to me, but by the fact that I can convince them that this is a good idea for the institution and we all need to head along in a particular direction.

Change management is probably something you’ve all attended session on.

It doesn’t get easier any day, but something that you have to have a certain level of comfort with and make sure your folks know that this is what’s going to happen to them on a regular basis.

The institution I work for has right it in its admission statement about continuous innovation and improvement, so it’s pretty clear when we hire somebody that we need to go there.

And we said; don’t forget about your own needs.

So as you become a leader, people look up to you, you’re working with a whole lot of people, what about you?

At a certain point you have to worry – who do need to coach, mentor, help you.

Don’t forget about that because all of us continue to grow on a regular basis.

So I want to just quickly give you my model.

My model, what works for me is vision, setting a vision for my team.

Relationships; maintaining these relationships is critical, it takes time, coffee, beer, pizza, whatever it takes you want to build and maintain those relationships so that when the going gets tough, you have a lot of people that understand each other on multiple levels.

This is a crude diagram of communication, but communication is always important and I think you could write it 20 times and that’s how important it would be.

Innovation; finding space in your team for them to be able to innovate and not just do the daily task, giving them room.

How you do that is a challenge but there are certainly ways to do that and there are a lot of people that are willing to spend the extra time and effort for that, quote unquote, reward of being able to innovate.

Improvisation; anybody ever have to say, oh, this is not going to work and we’re going to do plan B?

Something that’s a critical skill for me at Olin, the challenge happens every day with putting out fires.  

A work ethic; I don’t feel like I can get my job done in exactly 40 hours so I’m not a great example of the work, life, balance piece, but, even if you are a really good example, you have to make sure that you can set and lead by example as our online person talked about earlier.

 And then results; you have to be able to produce at the end; you have to be able to get credibility by showing that you can get things done in the timeline that you set.

This is just – humor is critically important.

Fun is critically important.

You can’t underestimate that because nobody wants to go to work if they can’t occasionally let loose and have a good time a little bit and really feel like they can relate to others.

The last thing I’ll add is that my thinking is changed over the years and one item that had a large impact is design thinking.

So if you could think about the process of design thinking where you iterate and where people become involved and where people actually – you learn what other people value and what you can give them and how rewards work.

So for me, similar to what Gina said, I went from a more competency based conception of how I developed leaders to one that was more collaborative, to now one that’s really about design thinking and saying who are these people, what do they need, what do they value, how can I pull them into the organization?

It’s messy.

It’s not pretty.

David Kelley at IDEO is a great example of someone who’s done this.

Your decision making becomes a lot more transparent and the biggest thing for me has been when I hire someone, I want to make sure I see positive attitudes, willingness to express ideas when hiring, and that I trust my gut about who I’m leading and that I want to build confidence in these folks that they all can lead from where they’re at and that I’m not going to go back and say why did you do that that way?

So I think the design thinking has had a real influence on my style moving forward and I’d like to challenge all of you to think about what does that mean for you?

If you put design thinking in place around your leadership style, look at your evolving leadership styles and those of people in your organization, what does it mean for your organization, for you, for your role, and for your work?

And with that, we’re going to leave questions to the end.

Again, we’ll get back to the evaluations at the end and I’m going to pull Theresa’s presentation up here.

Okay, my colleague, Theresa.

Thank you, Joanne.

Thank you all for coming here today and I’ll remind you half way through here what we thought we were working on when we created this presentation.

These are the things that we hope you would take away today.

Before I start, I’d like you to join me in looking around the room and being fully present.

Joanne and I will say we so appreciate that you took the time to be here with us today.

This is very important to us to share this with you.

There’s two perspectives on being a leader.

One perspective certainly is your own leadership path but you have to have a follower in order to be a leader.

You have to bring people with you.

What are you doing to bring the people around you, with you and on this journey?

As we go through this conversation, I think you will find there’s a lot of details, there’s a lot of theories, Joanne does a wonderful job describing the models that are there and I’m going to provide a narrative.

As we think about it though, what I’d like you to do is feel really positive about your journey and joyous about your journey and to take that with you as you leave today.

If you could take a moment and those nuggets that you just discussed, how did you become a leader?

Think about that for just a few moments.

What was the event, what was the milestone?

Obviously you are here because you are a leader in some realm of your position.

It’s not always at the top, but there are many leaders in an organization.

You’ve elected to be a leader, how did you get there, what happened?

I ask that question of many of my peers.

I ask them did you start your career with the intention of someday being a leader?

Did you start your career with the idea that you would be director or did you wake up when you were 17 and say someday I want to be a CIO?

CIO didn’t even exist when I was 17.

So I ask these leaders what were you thinking about, what started you on that path?

Many of them described a life-changing moment and hopefully it wasn’t as harried as this.

But they described a moment when they realized that they could make a contribution in a different way or they realized that people were listening to them.

Many described a sudden career shift; something in their job or their career didn’t quite work the way they thought it was going to work and it forced them to go in a different direction or a different path.

Several people described serendipity and the thing about serendipity is a moment of joy, a moment of realization that you are really happy doing this thing that you are doing and that description – they still light up as they tell you that story, that moment when you know I took on this project and I was successful with it and I realized and they’re still excited about that experience.

Some of the leaders I talked to, when they described their entry into leadership, they became suddenly aware that they had a lot more success than the people around them with communicating, collaborating and motivation that they were able to say things that motivated other people to be the best that they could be and they were listened to and that was particularly meaningful to them and they wanted to do that more.

Others described moments where it was just a mess and they couldn’t let that thing go on.

They wanted success; they wanted to see the group succeed; they wanted to see that project succeed.

They didn’t want that connection with this thing that wasn’t going well and so they stepped up and found their leadership role.

Desmond Tutu notes this; I am a leader by default, only because nature does not allow a vacuum.

Sometimes around us there’s a competence vacuum and leaders will step in and say even though I’m not the expert here, I know that I can provide a certain level competence to lead this forward.

Sometimes that stepping forward isn’t really a step forward; you stayed in place and everybody else took a step back and that’s okay because that is an opportunity for us to demonstrate our leadership skills.

Having the confidence to hold our ground and stay with the course and to stay with the project and to navigate into a more positive path is leadership.

You’re doing this in a community and I will draw that back to this is a community a leadership award.

When we step forward in our communities, we’re bringing the community to a better place.

None of the leaders that I talked to described their entry into leadership as getting the job or getting the job title or the position.

That didn’t seem to be the place and it wasn’t what they were aspiring to.

Very rarely did someone at the beginning of their career aspire into a job title.

That came much later and, as we learn more about organizations, we aspire to contribute.

So our leadership journeys take many paths and I’m sure everyone in this room has a great story about their path into leadership.

As you grew your leadership skills on that pathway, how did you do it?

What were the techniques that you used?

I’d find that colleague sharing and support is one of my most valuable ways to grow my skills.

I’ve participated in many EDUCAUSE groups; I’ve participated in the ACM SIGUCCS Group with [Aperio] and Open Source most recently with the REN-ISAC Group on research and educational networking information security.

There are many groups out there and finding that colleague with whom to have a great discussion is so important and so meaningful.

I identified role models and mentors and we hear that that’s an accepted thing, it’s an accepted path, it’s something we encourage people to do.

I’m still looking for role models’ mentors.

Many of the role models and mentors I’m seeking right now are in their 20’s or they’re working in different professions.

They give me an entirely new perspective.

Role models and mentors should freshen your perspective, give you things that you haven’t thought about before; help you find problem solving techniques that you hadn’t previously considered.

Make sure that you’re looking broadly.

People in other professions, people younger than you, people in jobs outside your area are some of the best mentors.

Ask and involve others.

The more we reach out, the more we collectively draw circles that include other people.

That is our way of broadening our own leadership; our own community building and I can’t tell you how much I value all those professional organizations that I mentioned.

It’s just essential to growing our skills and our leadership skills in a community.

I’ll leave you with a couple of ideas here.

Jack Welch makes a great point that success is about growing yourself, but leadership and leadership in a community is about growing the people around you.

It’s about helping them be the best that they can be and that’s a wonderful, rewarding activity.

We’ve been watching Teddy Roosevelt on Ken Burn’s show and he has some wonderful quotes.

But if we’re going to lead we have to be ready to take action, we have to be ready to volunteer for stretch projects, those things that are beyond our usual scope.

You don’t want to have the same year of experience ten times.

You want ten different years of experience and that comes through stretch projects and things that you wouldn’t have thought of before.

Grace Hopper encourages us to take action and do and that sometimes means asking for forgiveness later.

And we need, as technical leaders, to solve problems.

Being a leader means looking around our community and saying what kinds of problems is our community experiencing today and what can I do right now to solve those problems?

And it means finishing and keeping commitments; when we make a commitment to our community we finish it, we keep that commitment.

So, in summary, what did I do to develop, what can I encourage others to do is develop a reputation for competence, filling that competence vacuum, developing stronger communication skills.

And presentation skills are a little different.

When I’m communicating, it’s a dialogue and I’m listening carefully and I’m giving a lot of feedback.

Presenting skills, my presentation skills are probably about influencing and encouraging others.

I think all of those skills are critical to develop and I made a personal commitment along the way to be a part of the community, to seek out others in the community to have conversations and to make sure that I kept my commitments in that.

In the end I made – I think I make the people around me more successful and that circle keeps growing out.

And I encourage you to look through your day that way.

It’s a wonderfully rewarding thing to do when you say what can I do to make your day better?

What can I do to lift your vision to higher sights?

And one of my most frustrating things right now is, when my department in their fear of the ever shrinking resources, does not bring the best idea forward.

They’re so convinced that there’s no money, no time, no resources for that great idea and they filter it out before I’ve ever even had a chance to hear it.

One thing I like to do is try to get them to aspire to greater things, even though we may not be doing it today.

And with that I’ll leave you with enjoy your journey.

I look around this room today and I thank you so much for sharing this moment with me, but I hope that we can continue this conversation and I hope you find joy in your leadership journey.

Hold on to that.

We’re here for questions.

Step up to the mic, that’d be good.

As you’re helping to develop leaders, how much of it is intentional – I should say I’m Curt Hillegas from Princeton.

How much of it is intentional and how much do you make people aware that they’re being mentored or being taught to be a leader and how much do you just do by kind of that underneath influence?

And eventually when you recognize someone that needs to be mentored, how do you formally make that – it seems a lot easier for someone to ask me to be a mentor than it is for me to say I might be able to help you.

In my experience there is basically two things that happen.

One is that you see someone who is going above and beyond their job and you see them reaching out to others and you see them doing some of the things that Theresa and I talked today and you say, okay, I should make sure that it’s part of my conversations with this person, I understand what this person has in mind, where they want to go, and how I can help them.

Some people clearly identify themselves as want to be leaders.

Other people, not necessarily.

And some of those people may be the ones you’re having some of the remediation conversations with and, when you go through that process, you actually see them overcome obstacles and you see the determination and the work ethic and see them really grow beyond that.

So a lot of times they’re quiet, unassuming leaders that aren’t the ones you might typically see that actually come out of the process of your doing a job of both managing, encouraging and monitoring their performance.

I think one of the most difficult transitions is a transition from being a heads down technical person to being more of a leader in the department.

So I try to approach it first not by asking the question.

If you go up to a network engineer and say don’t you want to be a director some day?

No, I don’t.

But what you can is observe and be aware of what’s happening.

I will walk by work stations or I will walk by offices and say – notice are there people gathering in this person’s office a lot?

Are a lot of people going to John or Mary with questions?

And I might start by pointing that out to them.

Do you realize that other people are seeking out your advice and counsel a lot?

How are you handling that?

And that is a great opening conversation for people.

It starts them on a path of recognizing at least that people are seeking them out and, without a title and without a designation, they are starting to demonstrate leadership.

Does that help?

Thank you.

Thank you.

I know that both of you spend a lot of time online and you devote a lot of work to listservs and so forth and we’re all – this is kind of a technical question.

How in the heck do you find the time to do that and how do you pick how to sort through that because I often want to try and I subscribe to a listserv and it goes into a folder and by the end of the week I said delete.

So I would like just a pearl or two of how to manage that.

Well, I guess, in some ways that’s a challenge for all of us for sure.

I try to sift out the things that are important to me and, right now, I’m really loving google’s ability to filter things with stars and colors.

But I also think there’s a personal time commitment that has to be made.

I’ve made it a goal because I value community and I value input.

I’ve made it a goal to have a set amount of time every day that’s devoted to community.

My Monday morning hour, my Friday afternoon last hour of the day is spent in reading community and reading magazines and articles and everything, but I also try to get into it at least a half an hour every day.

It’s over and above.

And if I thought I was just giving out information that maybe you’d feel it, but I’m gaining so much.

I get so much in return from the community that it’s easy to make those minutes.

I agree with Theresa in that you have to make a commitment and it usually, in my case, doesn’t fall, as I said before, in that 40 hour work week because I’m a bad example of that.

But, on the other hand, I find it really interesting to commit the time to seeing what’s going on in the community with all the different groups that I’ve engaged with the Leading Change Institute, The Management Institute, the folks that are on the sale listserv too.

As Theresa said, you really learn and people ask awesomely good questions.

And there’s sometimes I’m like why didn’t I ask that questions?

And then you see some of the answers and I’m forwarding the responses to others on my team saying, hey, like wait, you should be paying attention to this.

I think that, if you devote the time, you share the information, you gain the information, at a certain point the value proposition to yourself becomes one that outweighs the time commitment and, I’m like Theresa, I try to find the extra hour in the morning, the extra hour in the evening and it helps that on however many cable channels there’s really nothing on television or anything else, so it works.

Hi, [Joyce Hailer], George Mason University.

So you talked – one of the challenges as a leader is keeping talent within your organization.

One of the challenges you notes when you first started speaking was how do you give people an opportunity to develop while you still need them to get the day to day done?

So what strategies can you offer outside of sending them to a conference, which is not always the option?

How else can we encourage and provide opportunity for them to take that time to develop while still making sure that the ship stay afloat.

I think as a leader, one of the things you can do is bring in other people.

So when you have staff meetings and you have opportunities is have other external experts that they get to meet, they give them some different perspectives and they start some conversations, start to build a network.

In my case I found that I actually had people willing to go to this sort of learning group that started at 7:30 in the morning, which really surprised me, because most of these guys play games online and were not the early risers, but they got a lot out of it after being skeptical.

They come to the first one and then they start seeing the kinds of relationships they can build and other things they have in common.

So I think the people to people part is really important and the having fun parts of picking – what I’ve done is pick an hour so many times a month where we close the help desk an hour early and we let people know that and then people at the help desk can also participate.

So I’m trying to be all inclusive of opportunities so you don’t feel like you’re creating multiple communities within your organization.

I’m sure other people in the room have a lot of other ideas.

Theresa?

I think those are the ideas.

The only thing I would add is we do encourage people to find a quiet place or if they’re an office, close the office door.

If they need time to study for certification we ask them to talk that through with their manager first to make sure that that can be done.

We really value professional and personal technical skill development because we have a very small staff and, in order to survive, they’ve each got to be really talented.

If we want them to be talented, we have to support them in professional development, in technology skill development and an engagement in the University.

It has to start from the top saying it’s okay to spend your time that way.

I’m Cheryl Medley from the Kuali Foundation.

Real close?

Okay, is that better?

I had a quick question.

Do you have any suggestions for leading from a collaborative grass-roots perspective, with or without a title, especially from within a traditional command and control structure?

So, if you’re kind of a little bit lower down and you want to be a leader, do you have any suggestions?

Can I ask a question?

Is that being collaborative within your own institution or across institutions?

Either way.

Either way?

Yes.

I think you’re asking suggestions on how to lead from a collaborative view point?

Is that correct?

Suggestions from being more grass roots without necessarily a title.

And I think from me, I encourage people to do their homework first.

Make sure that you have read about the issue, you’ve pulled in your resources so that you have that high degree of competence before you go into the meeting so that, when you offer something in the meeting, you are offering it from a very knowledgeable viewpoint.

It’s incredibly important at the grass roots level to make sure that you have the respect of your peers and your peers really want to know that you have done your homework and that you are not just talking air about the issue and wasting time, if you don’t’ mind me saying it that way.

It’s incredibly important that you listen first around the table and try to connect the things that you studied and that you researched to what’s being said.

And then offer some valued comments on the process.

Does that help?

Sure, thank you.

And I would say one other option is at Olin we have BAPS and Olin and Wellesley as a collaboration.

It started as a grass-roots collaboration where basically what we did was encourage groups of people to get together and talk about the possibilities and then, once those possibilities came forward and they already had buy in from those conversation, then we brought those four to the Provost and others to get some things funded.

And we now have innovation grants.

So the relationship between the three institutions had a commitment at a higher level from the Presidents, but relied on everybody to produce the volume from the ground up and it really all started with here’s the registrar from one school, the registrar from another, the registrar from the third, you guys are getting the same room and talk about how do we do cross registration and how can we be focused on the student and the student’s centricity helps everybody overcome their differences, at least in my experience.

Thank you.

Hello, I’m Tom Davis at Carnegie Mellon University.

My question is a good follow up to that one.

So once you actually build the community of leaders and you start to get the people in the room who can actually have the discussion.

The challenge often is that everyone has an opinion about the direction and everyone wants to have a say in how to do that.

Do you have any guidance or techniques that you’ve used to help build that consensus, which doesn’t mean that everyone has to agree but sometimes the faculty vote of 99 to 1 is a tie and how do you overcome that obstacle in our environments?

Most of the time I like to start those session, but with a values discussion and I try to, in the first meeting or two, get the group to agree on a shared list of values.

Then it – that really have nothing to do with the project in hand necessarily.

The values are (inaudible) student centricity or linkage to the University’s strategic plan, but we bring those values into the discussion first.

All the subsequent disagreements get measured against that list of values and most of the time the arguments go away at that point.

We may have to go back and explore the values a little bit more, but it’s important to move that discussion away from this is what this professor Jones thinks into how does this idea measure with the bigger picture and the values?

I think the discussions are really important but what I’ve found is that you have to really listen and understand their perspective and so a lot of times when we have these meetings we’ll have someone that takes notes, and at the end of the meeting, we’ll synthesis the comments and put them up on flip charts or on the walls somehow or white boards, and then have people actually walk around and vote, either with little dots or stickies, because we found that sometimes having people raise their hand, say yes or no, it’s a little to stress inducing for folks versus going around and putting the dots and then everybody could sit back and say our collective work looks like this.

So, again, it takes up that level of personalization and sometimes it’s just the Provost says, this is how it’s going to be, or the President says this is how it’s going to be and that’s also the decision.

So, in general, we work towards sort of the consensus in getting everybody on the same page, but there are times where you have to make those hard choices and I think that’s when it’s really important, that you, in your roles, have the relationships with the Provost, the CFO and the other people so that you will actually can be a part of those bigger discussions that influence the forward movement of your institutions.

It’s true that leaders foster leadership ability in others in your team.

And we all have them and I say to some people in my team, you’re not a leader per se, but you’re not in a leadership position per se, but you can be a leader of team, you can be influential in the team and I promote and foster that and I like to it and they do too.

But there’s always one or maybe two where you feel that the person doesn’t have that burning desire to promote the team or to improve the service or to move the team along and what do you do with someone like that?

Do you say I’m not going to promote or encourage that person along or do you dig deeper to somehow bring out the leadership ability in those types of people?

So my first take is to try the dig deeper part as opposed to give up that quickly on folks, because, sometimes, you don’t understand necessarily all that they’re dealing with at work and at home or some situations and sometimes people become sort of negative about the teamwork because they’re under pressure in a lot of other ways.

So if you have those kinds of conversations and understand where they’re coming from.

But I also set deadlines, and it’s like, okay, the trains going, it’s on the track so we’re moving forward and we everybody on the train.

And, at a certain point, if you really feel you can’t, then let me help counsel you on how to go find something else to do.

So I think that’s one of it.

I can’t add anything to that.

It’s about setting deadlines and expectations and having that deeper conversation with someone.

You’re setting the deadline, you’re having the conversation, sometimes I have told people your next best career opportunity may not be here.

I’m happy to help you figure out what that next best career opportunity is, but the one we have right now isn’t working out for you.

Steve Miley, UC Santa Barbara.

I’m wondering how you deal with other leaders or directors who are dishonest.

You can’t trust what they say.

Ah, yes.

Well having been in a situation like that, what I did – I’ll just tell the story, it’s a good narrative.

A leader of another department at the University – I had the email history where he had committed to a project.

We got into a meeting and he said I never committed to that project.

There were senior leaders in the room and I said you probably want to rethink what you’re saying here because I keep all email.

And he got very quiet.

I guess I have something of a reputation for being confrontational in those situations, but I don’t ignore them and I don’t think you can ignore it.

There is a way to do it, and most often I like to approach the individual one on one first.

And (audio skipped) misunderstanding their position.

So I would agree with Theresa.

Evidently we have a lot in common because I have a reputation for kind of putting the cards on the table and being pretty direct, but in addition to that, one tactic I’ve used is, when you’re having meetings with people, everybody’s so busy and there’s so much incoming when you get to the more senior levels of leadership that I take good notes, that’s a habit I developed a long time ago, and then at the end of the meeting, I send the notes to the person I had the meeting with, and so now we basically have a record that we agree upon.

So it’s sort of a take off the, keep the emails and have some documentation so that, when you have the conversation, people will say, well, we were never involved in that discussion.

Well remember the notes from the meeting, let me show you.

And, while you may not want to do that, I think all of our lives are hectic and there’s so much incoming in all of our jobs that it’s one sure way to try avoid most of those situations.

And once people know you do that, you’ll really find the dishonest situations, because it’s kind of hard to argue when you’ve got that documentation.

They get in line.

Thank you all for coming and I have learned so much today.

I’m sure that all of you have too.

We’ve got about a half an hour actually before the next session so my guess is these ladies will stay around and answer more questions.

You had fantastic questions and that [Alyssa] did so much in terms of leadership stories and leadership ideas.

So thank you all very much and thank you folks online and we’ll see you in a little bit.

Thank you.

