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Technology Leadership and the CIO: Characteristics and Capabilities


Welcome to our panel session of CIO leadership. My name's Louisa Dale. I'm director of Sector Intelligence for Jisc. Jisc is a UK charity providing digital solutions for education and research. Our panel today: Tom Adriola, vice president and CIO of University of California; Mark Askren, University of Nebraska, Lincoln; and Paul Saunders, chief technology officer at University of Dundee in the UK. 
Our panel represents a working group formed earlier this spring by EDUCAUSE and Jisc because our chief executives, Diana Oblinger and Martyn Harrow, shared a concern. They recognized that the higher education IT enterprise has become complex. IT is simultaneously more challenge, relevant, and exciting than ever. Leading it requires characteristics, unique set of characteristics and capabilities, so we formed a group. We were supported by excellent colleagues, Richard French from Jisc and Karen Wetzel from EDUCAUSE. 
Our group's goal was clear: to define the characteristics of higher education IT leader of the future, and, of course, we had some guiding questions. And as my colleague, Thad, explained yesterday, as soon as we started with these questions, we asked more questions, and we had a stimulating debate. We looked at skills, knowledge, abilities. We looked at how to prepare the next generation to lead. We took a conversation over telephone, low tech, over the last few months. We explored a range of issues, and we began to identify that there were some commonality in our discussions.

We formed a model. This is our understanding of what it takes to be a technology leader today. We need to do some more work with this model, and today's session is an opportunity for you all to share with us and play back some of your views. So we do really welcome, as Beth explained, your contributions. Let's explain and take a little bit of time to work through this model. 

A CIO is a strategist. IT has a role at every part of the institution, and so the IT leader takes a more holistic role perhaps than other executive level roles. To be an effective strategist, the IT leader must understand the organization, provide information system and technology leadership that bring to life transformation across the organization. So a CIO is a visionary, the figurehead, the thought lead of the institution. A CIO can scan the horizon for emerging trends and themes, and act as a sponge for ideas and innovation. It's already sounding like a big job, but there's more. 
The CIO ambassador promotes a positive image of IS. Through their contextual understanding, the IT leader is aware of the political sensitivities and maintains a broad and even-handed view. The ambassador CIO remains non-territorial and resists working in silos. The CIO is a trusted advisor, building and maintaining relationships with senior management and colleagues from across the organizations. Colleagues trust the IT leader to use their critical thinking skills and good judgment to offer sound advice.

The change driver, or as I, across the telephone lines through the Atlantic, heard as "train driver," the train driver? The train driver CIO? It's the change driver, the change driver, the IT leader using courage and resilience to overcome barriers and deliver the desired organizational transformation. We have two parts here: the navigator that steers the course, but the executor makes it happen. Linked here, we see the promoter/persuader working around the organization to influence from the very outset. 
A master communicator -- well, everybody knows that everybody needs to be better at communication, but the purpose here, what really, really we refined in our understanding and through our debate, because we're very keen not to make bland, was that within our higher education context it's important to translate -- it's very important to translate the benefits of technology for a non-technical audience, that, by and large, we are serving through our constituents in the university. 
As a coach -- the CIO is a coach -- helps across the business. The CIO is a coach for leadership. A CIO is a coach for stakeholders. A CIO, of course, is a coach for IT teams, so that all, for their part, are appropriately aware and are able to exploit the technology potential. A CIO is a team builder. It takes a high-performing team and a strong coalition to get results, so, of course, the CIO needs to build consensus and inspire. And, finally, human, obvious, but a CIO must remain authentic, accessible, robust, and resilient, and, of course, human, in-touch, in touch with all elements. 
So today we want to spend a little bit more time exploring the model, because we really are interested in your views. I'll be posing some questions to our panel colleagues, and they'll be giving a personal reflection on our model, and perhaps getting you to start thinking about how we might make this model useful. It looks good, but we want it to be used. That's the whole point of us putting effort in this particular group. So we want this section to be interactive. Please do share your thoughts. Those in the room, please come to the microphone. For virtual participants, Beth's waiting, as session moderator, to take your views. So, please post any questions or thoughts or comments. And don't wait until the end of the session. Catch my eye, we'll try and -- we're very interested for you to take part, so please do raise your hand, come up and speak. 
So I'll stop the talking. I'll sit down and we'll take it from here. Mark, could you tell us a little perhaps about what you find most challenging about the role, which aspect of these roles? 
For me it's the change driver. So I think, you know, we're all in the change business. That's, in many ways, the most rewarding part of our profession, is to use technology and to work within our campuses to improve and make things happen, provide transformation for faculty, staff, and students. But universities are largely change-resistant in my experience and in my observations. And I think that's part of the reasons perhaps I've survived for literally 2,000 years. 
But what do you do, you know, do you use technology that's changing every day with processes that tend to, and a culture that is, risk averse, where we don’t really want to make mistakes of any kind, and we're very complex, typically very decentralized, very large, lots of moving parts. So I think from that perspective, we have to demonstrate, of course, the value, strategically, to the institution. We have to take it out of IT terms and make it real for the people that we're working with in terms of their processes, their business operations, their academic pedagogy, whatever it might be. So, I find that one -- it's great when it works, but I think every day we're up against driving change, and it's very challenging. 

Thank you very much. Paul, I think you've struggled a little with the promoter/persuader. Can you tell us a bit more?

I have. So, if I can go off script a little bit, for the audience, how many people would say their background is primarily technology, they're comfortable with technology? Okay, good. I'm with friends. Okay, so I've got a technology background. I'm comfortable with technology. When I'm challenged, when I get uncomfortable, I resort to technology, and I start spouting technology crap most of the time, something my team would tell me is not completely accurate. 
So when it comes to the persuade and promote, I'm pretty good at the promote, but there's times when I struggle and I get frustrated with the persuade. You know, when I'm having a conversation with somebody over the benefits of VMware versus Hyper-V, or our hierarchical storage management strategy, I know what the answer is. I'm not -- you know, and it's really hard and I know I have to bring people with me. And it's something that, you know, in my 12-point program I'm getting better at. 
But it's taken a long time, and it is one of the things that I think that it is important, because a lot of the times when you talk to people -- and we did a poll at Dundee for our students of what do they think of when we talk about IT. And we thought, well, maybe they would just think about wireless and devices and things like that. And the disappointing answer is they don’t think about us at all. They don't think about IT. They just view us as part of the university. We're how, you know, they get access to the library, how they get their resources there, how they enroll and pay their bills and things like that. They don’t think of us IT. It's not IT and HR and students services and so on; it's the university. 
So I understand that I have to be able to persuade, promote, and bring my peers and the whole university along, but it is something that I struggle with and sometimes I have to put my technology background to one side and say, "Okay, guys, we need to bring everybody with us."

Yeah. It's interesting, I think there's something in our story as a group about what didn't make it into the model, and we've had a little discussion over the last couple of days about the politician role. Mark, you had a session with Kathy, and the delegates attending were saying, "Yeah, yeah, you're wasting loads of time on the politics of the thing," That really frustrates, and maybe that's because it's out of our comfort. And the CIOs in the group maybe just thought, "Okay, no, no, no, we don’t want to be the politician, we don’t want to deal with that." And maybe you see that expression, too. 
Well, I think sometimes, you know, as the politician, you know, you think that you're a good politician -- if anybody watches Game of Thrones, you know, you got Ned Stark in that first book, and he thinks that he's really good and he's pulled everybody together, and then he gets his head chopped off. You know, I've sat watching that show with my wife and I was like, "It's like that at work." So I think that's, from a politician point of view, yeah, it's politics is really good until you meet someone who's really good at it. 
Yeah.

Excellent. More positively, Tom, which bits --

Way to set the tone for the day, Paul. We're going now. 

Which roles within the model do you identify with, Tom?

Yeah, I think it's strategist. And, you know, what's been great about this whole process is the dialogue between all of us, and it's a transcontinental dialogue, as we have members from United States, as well as the UK. And for me, you know, strategist came up a lot, we talked about it, but the reason that strategist for me resonates strongest is actually not because of IT strategy. It's really about strategist means much more than that when you sit in the CIO role and you work with the top level of your organization. Because strategy also means about how do you work the organization to sell the idea? How do you build the coalition to build momentum and create the opportunity for that first pilot? How do you work the organization to find the budgetary means to say yes? And so that's all part of strategy that goes beyond just technology strategy; that I find the most interesting and challenging part of coming to work every day. 
Yeah, and that's a link to the heart of our role as the IT strategist. And we had quite a bit of conversation about whether the skills we were articulating were actually for all leaders or it was particular to IT leaders in general. So back to Paul, how do you see this as being a unique model for CIOs? 
Well, I think if you look at the model, you could really apply 95% of that model to any leadership role. As I mentioned before, I'm a technology person, so I was pretty strong in our meetings.

Oh, really.

Yeah. To say that technology needs to be at the core of it. And I'll give you my example. I don’t think you can do this role on a nine-to-five basis. I don’t think that you can learn everything that you need to learn to deal with the leadership things and still be able to do the IT part of it if you don’t have this passion for technology. I've shown a couple of videos to my team, both of which are from the "Big Bang Theory," and I use very academic references here. And one of my favorite ones is where they get the new iPhone, and he says, you know, "Would you like to peel the plastic off with me?" If you don’t get excited by plastic coming off that phone, then this isn't the job for you, in my opinion. And the other one is when they get the lamp to light up, then they talk about how they're sending this signal all around the world just to light up this lamp. And for anybody who doesn’t have the passion, it's the most pointless exercise. You could just turn on the lamp. But from an IT person, you're like, "I can turn on the lamp," it's just great. 
So I think that there is -- having that passion, that technology passion, at the core of everything is something that makes it so much easier for you to deal with everything else that you have to be a successful CIO. So, because there are people who are better at you at change management. There are people that are better than you at politics. And you have to be able to hold your own in these conversations. I remember going to the strategy part, a lot of the times you find that the IT strategy and the business strategy are not completely aligned. 
In my old role I worked for a very large U.S. manufacturing company, and I had one of my bosses come to me one day and say, "We have got terrible performance with our connection to China, you know, our plant in China cannot connect to us." And I was like, "We have a plant in China?" I was like, "The reason that's slow is that's the Internet." You know, we didn't know. And the company was so big that they had gone off and done these things. And I think IT is often kind of the long pole in the tent; we're at the end and then we disappoint, because we're not aligned with the strategy, we're not considered to be strategists, and so it's like "We will go and do this, and then you IT guys come in and do the IT piece." So I think there is this -- I think you need to have the whole picture. And my personal belief, as I've said many times, is that without that passion for technology, it just makes the job that much harder to do. 
Okay, thank you. Well, similarly, with Mark, we have talked a lot about leadership. What's your perspective on where technology fits in? 
Well, I'd like to add to what Paul said that technology, that's the business we're in. So we're doing all these other things. We're helping with transformation. We're helping with leadership and building consensus. We need to understand the business of higher ed, both academically and administratively. But we're all about the technology. Without the technology we wouldn’t even have our roles, our departments.

You mentioned Kathy earlier, Louisa, who's on our group, Kathy Gates, CIO, University of Mississippi, and she talks about needing to have savvy, needing that street smarts. And the bottom line with technology is that none of us know all of the technology of course, and as you get in, as many of you have experienced, into higher levels of management, you have less time hands-on with the technology. But if you don’t have a core background and some experience with success and failure with technology, with vendor partnerships, then it becomes very hard to really have that gut instinct of what's going to work. 
Everyone I meet in terms of -- exhibit floor is particularly strong this year, and enjoyed a lot of conversations down there. Everybody's products are fantastic, they're perfect, they're wonderful, at least that's what I understand. And power to them, you know, great marketing. And, you bet, not a lot of credit given for perhaps transparency on some situations. But it's our job to figure out which way are we going to go with this? You know, the buck stops with us on technology decisions. 
And so there needs to be some sense -- we, of course hire experts that work at our organizations as IT leaders, but if we don’t have some grounding of -- you know, a lot of it comes from failure, I think, rather than success at some point along the way. It doesn’t always have to be your own. You know, you can observe from others and learn. But if you haven't had a situation where you bought into something that wasn't as good as promised -- I've had some beta software experiences that never quite made it into production. One back in the day where the company actually went bankrupt, and I was so excited about the beta that I actually kind of put it into production at my university, and that was a surprise. 
So, if you don’t have some of that kind of seasoning behind you, then I think you are more vulnerable, and some people can overcompensate in other ways for it. But I think at the end of the day, just like we need to understand that we serve and partner and help lead, we also need to never lose sight of the fact, even if we have it in the cloud, if it has nothing to do with anyone on our campus that we oversee, wherever the services are, they are technology-based, so if we're not good with that, and to Paul's point, if we're not excited about it still, then it's probably not a good fit. 

And that's interesting to take you back to your preference to the change driver, that decision-driver, that executive that just gets things done and makes it happen. It's an important consideration. 
So, moving on a little bit, Tom, we spent time understanding, okay, ,how can this model fit in reality? So, there's a balance here. There's a superhero, we've expressed, in this role. But in reality, where -- you had some interesting reflections and discussion about where you put your time and energy, what part you play; can you tell us a little bit more about that perhaps? 
Yeah. It was an interesting dialogue we had on the phone. You know, we were just talking about -- we were talking about how to help our community, for the people who aspire to be CIOs someday, I mean, we've been fortunate to be able to rise to that level in our profession. For those who want to get here, you know, what are some of the challenges, you know, talk about the skills, but the challenges and gaps that we've seen, not just in ourselves but also in our colleagues. I mean, probably all collectively, we probably know thousands of CIOs that we've interacted with, both in higher ed and beyond. 
You know, and we had a conversation a couple weeks ago about when you get to the CIO role, you start to spend your time very differently, in terms of as you move into a different echelon in your organization how you spend your time and how people perceive you, that first impression is very, very different. You come up, and a lot of people have raised their hand that they've come up through their IT organization. You are valued mostly by being predictable, consistently deliver on expectations, and that's really good, and that makes our job easier. But our job really is about relationships, okay, about speaking a language of the business or the academy or the research enterprise. 
We've got to be relevant to the communities that we work with, and that means the percentage of time that you spend building relationships, asking pertinent questions that help get issues on the table, be them technology issues or most likely they start as not technology issues, which you then bridge the conversation to how could technology play a role to enable this to happen better, faster, cheaper. And so you spend a lot more time in that realm of possibilities knowing that you've got a great organization that you've built behind you for the delivery that builds the credibility that you also need to be effective in your role. And so that's one of the things we talked about, was that our time is spent very, very differently than we were when we were director. And it's something that we wanted to make sure that we expressed to the audience because, one, you got to know if you really want to spend your time in the mucky-muck of those politics and those conversations and not getting your way and people not understanding and re-pivoting your point of view until they understand, the persistence that comes along with that. If you like that stuff, the CIO role is a great place to go spend your energy doing that. If you say, "Eh, I don’t like that part of the job so much," well, then maybe it's not really what your long-term aspirations should be.

It would be interesting to gauge the audience views on this, Tom. Can you help us pose a question, a thought and reflection on the model, but especially that tension about, you know, moving on in your career and recognizing that there is a real shift in the way that you'll spend your time and where you'll need to put your energies? 
Yeah, I think it was someone in yesterday's session posed a pretty interesting -- made a pretty interesting comment, maybe I'll try to pose it that way. So all of you work in organizations whether it's a CIO. Some of that people in the room are CIOs. For those of you who watch your CIOs, what are the differences in terms of how you see them spend their time and how they conduct the dialogues with their stakeholders that are different from the way you would do it? 
Melissa Woo, CIO, University of Oregon. As a first time CIO -- addressing the prior question -- I agree with you that it's a gigantic shift. And most of my job is relationship-building. I prefer not to use politics when I speak to aspiring CIOs, because I think that really turns people off. But I'm going to -- well, it's me, so I'm going to ask a different question. So, we have people who are aspiring CIOs, and they realize they don’t want to spend all their time building relationships or doing the politics. I think part of the issue we're running into as a community is what do we have to offer those people in terms of advancement. And so I'm not sure that this panel is the one to answer that, but I think I want to challenge the community to think about that. Thanks.

I think I'd like to invite the panel to consider that, because they've never been short of opinion so far. They're up. 
You're looking at me? I think this is the best job in the world. I know there's been several discussions about that. This is a spectacular job to have. I think it's one of the things where we haven't really done a good job for people, because what we do is we look at technology people and we say, "You're very, very good in technology, therefore we're going to make you a manager." And we don’t really -- you know, a lot of people don’t want to be managers. They don’t want to deal with people. They're not necessarily good at that. We don’t provide the support, I don’t believe, to enable people to do that. 
Many years ago -- we were talking actually in the session yesterday about mentoring, and I think you can learn so much from watching other people. And been working with very, very good people, I've had the privilege to have several very, very good bosses. At my last organization, I was there for 15 years, the corporate CIO, I went to him, I was director of one of our corporate services, and I went to him and I said, "I want to be a CIO." And he was a very frank kind of guy and he said, "You're not ready to be a CIO." And I kind of stepped back a bit. And he said, "Got and talk to" -- we had eight business unit CIOs -- he said, "Go and talk to the CIOs." He said, "On the right-hand side of your whiteboard write down everything it is that they do on a daily basis. On the left-hand side of the whiteboard write down everything you do." He said, "And then let's look at the differences and then we'll make a plan for you to get from the left side to the right side." Having people that will do that and will take their time -- I think a big part of their role -- you know, I was joking about the politics before. 
The best part of the role, for me, is working with people, to be able to develop people and to have people who become then your peers and leave for better opportunities. I think one of the biggest things that we can do is allow people to grow and then let them go. And I think if we don’t do that, then we're missing an opportunity and we're not being fair to the people that we're helping as well. 
I just wanted to add also to Melissa's question -- and I have another question here, appreciate that. If people don't ultimately want to be the CIO, and we like to perhaps have that conversation because we want to make sure they're making an informed decision and perhaps can see some perspective beyond what they see as the bad side, this is a great week for me as far as thinking about what can you do then to help with that career growth. If you're a security expert enterprise, architecture expert, user interface, community source, whatever it might be, identity management, you see many leaders here, and some of them are interested and will be CIOs, some of them probably aren't interested at all in that. 
But when I see someone at a campus I'm working at and they're very talented and they want to grow and they want advancement, they want increase in compensation, they want interesting work, all the normal things, I'm interesting to see will they take an opportunity, if offered, to come into a community like EDUCAUSE or Jisc or Internet2 or others and provide leadership, provide leadership in building a community, work on program committees, present or write articles or just work with colleagues on focus groups. Can they advance the profession? 
If they're not interested in that, then I think it's a tougher road. I mean there's many great things they can do for institution, but I think that's a way to advance in career and do more interesting work and make a difference. Working with EDUCAUSE and Jisc, you can make a difference nationally way beyond whatever you could do on your campus. 
Because I think we would all agree that we need more leadership in this community, at our campus levels but also at an EDUCAUSE IT higher ed community level. We need more leadership. So I think we're committed to continue to invest into programs, develop even more innovative programs to build more leadership capability across the community because we need it. We see our role becoming more and more important and influential in the way that higher ed will operate in the future, and that requires leadership to be able to leverage those opportunities. 
Thank you very much. 
Yes, Garry Bozylinsky from University of Rhode Island. I mean, I've been a CIO now over 25 years, three different institutions. And I got an insight a few years ago about the position. And I was on a web conference of lots of other CIOs, and I don’t remember exactly the numbers, but somewhere between 60% and 70% of those polled said they didn’t like their jobs. And I thought, my god, I mean, I felt like I was in the hardest job of my career and I love my job. 
And then they polled them and said, "What's your background?" And something like 90% of the people that didn’t like their jobs were technically trained. And the people who really liked their jobs, 80% or more, were not technically trained. And my background is actually -- my academic background is in political science. And in many ways it prepared my much better to be a CIO, and it dovetails exactly into the kinds of things you're talking about in terms of it's more about relationships, it's more about planning, it's more about budgeting than the technology. 
In fact, I tell people, "You want to be a CIO, you want to be successful in CIO management, you got to forget technology first. You got to understand the business. You got to focus on the institution and all those other soft things that a lot of technical folks get frustrated with, that they want to do things. And they often -- they have the right answer, but the community needs to be led to that answer, and you can't just -- you have a little bit more control, you know, when you're a technical director than when you're a CIO in terms of the technology choices. It is a very different role that's harder, I think, for technical people than less or non-technical people, because they got into it because they enjoyed that piece of it. They enjoyed the real technical aspect of it. 
Go ahead, please.

Well the devil in me wants the chief financial officer going, "Soft skills, understanding the business, soft skills, really?" But I totally appreciate the point. It wasn't meant to be rude. It's an interesting constellation of skills. Mark?

Right, points well made. If you look at what we provided for training and professional development over the years, it's often you get to go to the vendor conference on a product or you get to go to a training class on SQL or whatever it might be. It's rare for most, I think, at our institutions to say, from the beginning, we're going to invest in your and you're going to invest in yourself with interpersonal skills, communication skills, understanding emotional intelligence, understanding the business of the university academically, administratively. Those things don't tend to happen, in my experience, at all until someone is at a much higher level, and then even then it's not unusual perhaps that that person hasn't had a -- EDUCAUSE, I know, is working with a number of institutes. Some of you are on the faculty of those. Some of you have been in those programs. 
Part of our challenge -- and I know Jessica is working on looking at those things as well, from what I understand. Part of the challenge is how do you scale. So how do you scale professional development? But there's a role for HR on campuses. There's a large role for EDUCAUSE, and there's other organizations. But, bottom line, if we don’t provide those opportunities for people on their way up, when they get to the top we shouldn’t be surprised if all of the sudden it's not a good fit. 
Okay, I think before -- if colleagues online would like to contribute first. 

Yes, thank you so much. I have a question from the group at Carnegie Mellon. They ask, "How does a CIO, do you promote your people to take the risk of being creative and innovative, because people tend to be afraid to make a mistake visible to the CIO?" 
No mistakes allowed; right? 
Yeah, I think this is a great question, right, because it gets to culture. I'm similar to Paul, and I've spent the majority of my career outside of higher education. So, coming in, comparing this type of environment, and the culture, the goals and objectives, how people get measured and rewarded, you know, comparisons. I know CIOs from a lot of different industries. And, you know, this environment, I think, is more tolerant of taking chances from the standpoint of it's not a PNL. You know, we don’t have layouts every time there's a bad quarter, yet there is this risk aversion in higher ed that kind of surprises me because we work with faculty who are big risk-takers. You know, I mean, they push the envelope and fail a lot, yet in our community we kind of have this "We can't make any mistakes mentality," and it kind of surprises me.

I mean, I know that within my organization at the University of California, and we have ten campuses, we have CIOs in every one of them, but I'm really trying to encourage. It's like, let's try things, small, targeted experiments, and it's okay if they're not successful. But we've got to be out there pushing the envelope, a little bit like our faculty does. So I think it's a cultural thing that I don’t have my head wrapped around yet. But I think we got to change it in this industry and, say, we've got to teach people it's okay to take chances. And the learning, I think everyone in this room would say they've learned more through their failures than their successes, because failures require reflection and we need that to build leadership capability.

I couldn’t agree more. I mean, I was quite surprised, coming into higher ed, how risk-averse higher ed is. In Scotland, you know, we're a pretty small country, only five million people. And in Dundee -- and if you don’t know where we are, we're right next to St. Andrews and very close to Gleneagles and very close to Carnoustie. So if you play golf, best place to be. So in Dundee what we do is we say, "Okay, we need to do something." And somebody will say, "Okay, well, what do they do in Edinburgh?" And in Edinburgh somebody's saying, "What are they doing in Aberdeen?" And in Aberdeen they're saying, "What are they" -- and it seems to go all the way around. And it is a culture thing. We have to break that cycle of saying it's okay to fail, as long as there's some thought put into it. We're not saying, you know, just go crazy and do whatever you want. It is okay to fail. 
And Tom Peters is -- you know, I love Tom Peters. I think if you follow everything that he does you'll probably be fired on Monday, but some of the stuff that he says is great. And it's the "reward spectacular failures, punish mediocre success." I think we have to encourage people, because, as you said, our researchers are doing these incredible risk-taking opportunities, and so it's a culture thing, and it's not something that's easy to change. 
One thing I'd just add very briefly, and then for your question. The only area right now that I can see sort of tolerance for failure -- and I agree with the comments that we have to change our own culture, and a lot of that is within IT -- is if you call it a pilot, or whatever the term would be, that I've seen situations where if we can frame it up front, that this is something that's not in production, not a service you can count on, that you can rely on, and those have been more at academic technology areas. There is an acceptance that maybe all pilots don’t work, that maybe we need to refactor it. Maybe we'll just walk away from it. 
I realize that if University of Nebraska, like many institutions, if not all, we have over 200 IT services we're providing every day. Failure is not an option with any of those 200. So, therein, so how do you get out of that node? Part of it is trying to pilot new innovations or when you're looking with the next generation. But it doesn’t really answer the question, which I realize. It's an interesting point. 
Pat McCarthy with Gartner. And I work with a lot of CIOs who are struggling with this issue, and the issue is relationship with the business. And one of the prime things that comes up often is they get a meeting with someone in the faculty or in the administration, go out for the meeting, they're all ready to talk about innovation and technology, and the guy goes, "Well, you know, e-mail system wasn't that great. We had a little problem there." And they end up down a rabbit hole. 
Yeah.

So I'm kind of looking for technical advice on that subject, and how do you extricate yourself from that conversation and move it back up to where you want to take it? 
Probably the longest back in history, and this is maybe two years ago, someone referred to a failure in 1974 on our campus.
I was born that year.

Yeah, I know, many of you were born. I was a junior in high school. I was not in the IT profession. Looked a lot different, you're right. But you're right, the memories go on forever, and I think that's the relationships. It's classic, and sometimes there's not only distrust within an organization but with others. We're both great colleagues, yet sometimes there's those historical issues. I think when someone raises those things, what strikes me first off, they're probably not going to be the sponsor for transformative initiative that we need to do. The unfortunate part is they might be that person that needs to be the transformative sponsor for a major initiative. 
But, yeah, it's pretty rough, because we need to be better at telling our story and we need to align it more with the strategic initiatives. Good news is many of our universities have very specific high-reaching goals. That didn’t used to be the case in my experience. So, we have an opportunity. Technology actually works really well these days. That wasn’t the case back in the old days. So there's a lot of things on our side, but you still need to find that transformative change agent out there. And sometimes they're not always where we'd like them to be.

So, if you want tactical advice, I'll give you a tactical answer. One, listen with empathy; two, understand what would move the needle in the right direction; three -- and as a CIO we can get away with this -- I'll take care of it. Now let's move the conversation to the next topic because when you're at this level -- and I think director level can get away with it to a large extent, too -- they know we have an organization behind us, and they expect us to take care of it. So you try empathy, what will move the needle to get past the conversation. I'll take care of it. Now let's move to the next agenda item. That's my tactical answer.

I think it does come to we have the master communicator, and I think you have to be able to -- we don’t communicate well. And I'm not just saying "we" being IT, I'm saying universities, people in general, we don't really communicate well. In my history I've noticed that, from an IT perspective, we send out a lot more negative communications -- "Such and such system is down" -- than we do, "Hey, look at this great new feature that we've got." We've rolled out some particularly, you know, great technologies across our university and haven't told anybody about them. 
I had my director of HR contact me one day, and she said, "This little blue box just appeared on my laptop with your name on it, and it's gone, and I don't know what it was." And I said that's Microsoft Lync. That's instant messaging client so we can talk. She's like, "I don’t know what that is."" And, you know, we'd spent a ton of time into this, and it works all the time. 
You know, our e-mail system, to your point, e-mail systems don’t really go down anymore. But we've got to change that, you know, we have to be very good at our jobs. We have to actually do IT very well. You're not going to get respect for the strategic piece if your systems are always falling over. But I think we have to kind of toot our own horn a little bit more. And to your point about empathy, understand that when things do affect people, that it's important to them, and it's not enough for us to go back and say to them, you know, "These things happen." We do have to say, you know, "I'm on it. I've got it." And part of this role is taking those beatings every now and again. 
And it's interesting there, about the storytelling, and we, as a group, put a little bit of time into telling our personal stories and not make it CIO telephone therapy, but to really share and really enrich our understanding behind the models, behind the understanding, could it be all a bit too glib. So, Paul, yourself, did you -- some of the stories that we shared around the common attributes around communication improvement or business awareness or critical thinking, would you like to share a little bit? 
Yeah, so, going back to the mentoring fellow, I had a mentor. He was the president of the division that I was in, very high, you know, powerful guy. And I got on very, very well with him. And I went from being the director of software engineering in this small company to being director of enterprise, collaboration and communication, within the whole company. So, I went from a company of 1,000 people to a company of 40,000, much bigger scope. And he took me out for dinner one night before I took this role and said, you know, "You're moving into a bigger pond now. What are going to be your biggest challenges?" And I said, "Oh, you know, we've got this old Sun Identity Management stack that needs to be replaced, and we have this." And he said, "No. No. No." He said, "Stop." He said, "You're thinking like a techie." He said, "You're not a techie anymore. You've got to stop being a techie. How many people do you have on your team?" And I said, "35, you know, 38." He said, "You have one job and you have one job only." He said, "You've got to make those 35 people want to do what you need them to do." He said, "That's all you have to do." He said, "And you've got to make them want to do it." He said, "You can beat them in the short-term." He said, "You can get results out of people by beating them,' he said, "but it's not sustainable." 
So, really that's what I've done for the last ten years after he gave me that advice, is you hire people, you hire good people, you treat them well. Our job is to remove the hurdles. One my former employees, he gave me the nickname of "Crap puffer." He said, "Your job is to shield me from the crap above and let me get on and do my job." And I think if you do that you provide a good environment for people to work. 

And to the human point, you treat them with respect. And it's an incredible lacking attribute that I find at times, particularly in management. We have to remember that we're up here, just because we happen to apply for a job and get it. But when you go home you're still be human. You know, my wife used to say to me quite famously, and it kind of hit home one day, I was vice president and CIO for two businesses, I used to travel across the world, most of the time business class, sometimes private jet. I would make decisions here, there, and everywhere. And I went home one day and my wife said, "Hey, Mr. Vice President, you're home now, you can stop being an asshole." And so -- yeah. 
Are your wife and my wife sisters? 
We should get the partners on a telephone call; that's our next group. That's fantastic. Mark, how do you think we're looking ahead to the future perhaps, how do you think we'll shape the next generation, we'll define success to the future CIOs?

So, in thinking a lot about that this week, because this is always a great opportunity to reflect and engage, what strikes me is that keeping things running, that's the table stakes, that's what we do. If we can't do that, then we shouldn’t even be doing what we're doing. But when our chancellors, presidents, other senor leaders are looking at what is our success quotient, they're looking at what can we do to deal with growth, as far as that "Run, Grow, Transform," can we grow by taking cost out of "run" so that we're not always asking for money? You know, they see us as asking for money and using acronyms, and they're not crazy about those things necessarily. 
But, ultimately, at the end of the day is what can we do not only individually at our campuses but together as a community to provide transformation. So, with transformation, that's aligned with the chancellor and the provost and CFOs, goals or risks that they lie awake at night about, what can we do to provide transformation for those? If we can do those back to kind of the age-old question of why aren't we at the table, or if we're at the table we're still not equal, or whatever. Our senior leaders are very smart people, that's why they're in those positions. 
There is some change resistance, but the bottom line is they'll be talking to us and asking our advice in partnership and support when they think we can provide value. And when they think we can provide value, the more of a track record we have of engaging them and learning about what they're focused on and providing a track record of making that happen, I think sometimes we fall in the trap of trying to -- "If they only understood about technology," "If they only understood what I was talking about." I don’t think that's going to happen. I think it's the other way around. I think we have opportunities. I think we're starting to see a shift. But the bottom line is, they'll be more than happy to have us be part of that senior team when they think that we've earned it. 
Yeah, I think Mark hits on a really important point, and I'm going to build on that and probably even say it stronger that, you know, if they only understood, you know, and I think one of the things I learned, you know, because I have had the opportunity to be a CIO, but, you know, in between CIO stints I was a business leader. I built businesses. I ran businesses. I bought businesses. So then I was a consumer of all of what we do. And when you do that you understand what real value is. You understand what it means to win a customer, to lose a customer, and you have a different perspective. 
And one of the things that I like to tell, you know, our teams is it's our job to make ourselves relevant to the administration, to the academy, to the research community. It's not their job to understand us. We have to speak their language. That's why we need to get out there as CIOs and be in their community, in their offices more and more and more, because we have to speak a language that they understand, which is their language, not ours. And so we have to focus on that. If we can be effective at doing that, I think we have an amazing opportunity to help in the transformation of higher education because higher education is going to be transformed. 
Look at the challenges that we're dealing with, whether they be financial, disruption, you know, expectations from our students and their families. It's a golden opportunity for technology enablement to really make a big difference in this industry, but we have to become relevant. And that starts with speaking a language that our customers and stakeholders understand. 
And I want to draw that right back to the model because I emphasized when we talked about master communicator, it's a little uncomfortable for some in the group, and actually that translation role, make yourself relevant on somebody else's terms as opposed to bringing them all in, so playing a more sophisticated role in the discourse. But, we were asked an interesting question yesterday in our CIO lunch session about do we expect this model to change in the future? Do we see this being relevant? This is an expression of the CIO. 
[Alarm]

Okay. Please do leave. 

Thank you

Thank you. 
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