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Strategic Management Systems: 
How to Create, Implement, and Sustain 

Growth in Today's New Normal
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The Change Leader

Presenter
Presentation Notes
My name is Dr. Drumm McNaughton, and I’m the CEO of The Change Leader, a management consultancy which provides holistic and progressive approaches to creating vibrant and financially sustainable education institutions. TCL uniquely offers education leaders an extended partnership between their institution and a peer-level expert to collaboratively strengthen and improve the institution’s viability congruent with its mission, by drawing on the institution’s strengths to position itself for a solid future and developing a shared vision that mitigates internal resistance to change.

Our session today focuses on helping institutions improve their strategic planning process, and ultimately their financial performance, through holistic approaches to planning, implementing, and sustaining change   
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TCL’s holistic solutions
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Presenter
Presentation Notes
The American Quality Foundation, in conjunction with Ernst and Young, published a study in which they looked at 945 management practices over 580 organizations in the US, Canada, and Japan, and the best practices metrics that they used were market performance, operations (productivity), and financial performance.  

What they found was there were only three universally beneficial practices that had a significant impact on the metrics regardless of starting position (state of the company)
Strategic planning with good implementation practices
Business process improvement IF they are focused on customer
Continuous broadening of breadth and depth of leadership and management practices

Today we’re going to talk about all three.  
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• Numbers of traditional college age students is decreasing
• 40% of the 17.5 million undergrad students attend 2-year colleges
• Students believe there is less value in higher ed
• 98% of all institutions look alike / teach the same subjects / have 

the same degrees and programs
• Distance from home has become a significant factor in college 

choice - median distance from home for students*
• Publics: 18 miles
• Private NPs: 46 miles
• Community colleges: 8 miles

Has education become a commodity?
* Aslanian Market Research

Welcome to the new normal

Presenter
Presentation Notes
A recent (2018) study published by the Babson Survey Research Group finds that 5 percent of institutions account for almost half of all distance-education students. 

A summary from one of the report's authors, Jeff Seaman says that “In good economic times distance enrollments went up, in bad economic times distance enrollments went up, when overall enrollment was growing, distance enrollments went up, and now, when overall enrollments are declining, distance enrollments are still going up.”
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Presenter
Presentation Notes
What we’re going to do today is show you a new way of thinking about higher education, and hopefully you’ll be able to put these into action in the near future.
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What about implementation and change?

What is the goal of strategic planning?

Develop the strategic plan / document

Presenter
Presentation Notes
Does your institution have a strategic plan?
Yes
No
Don’t know
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1. Develop strategic and annual plans (and documents)
2. Successful implementation (and enterprise-wide 

change)
3. Build & sustain high performance (year after year)

THE RESULTS
Sustained excellence & superior results 

Three goals of holistic management systems

Presenter
Presentation Notes
Three goals:
1.  Plans are nothing. Planning is everything – SPOTS
2.  Successful implementation and enterprise-wide change requires:
its own plan
a focus on the processes and structures  
It takes 2-5 years to make effective change
3. Requires an annual strategic review
Assess the planning process 
Assess plan achievement
Build strong leaders / implement 
Ted Alexander Quote
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Develop strategic, business & annual plans and documents

Plans are nothing.
Planning is everything.

—Dwight D. Eisenhower

Beware the SPOTS syndrome:
Strategic Plan On Top Shelf...gathering dust

—Steve Haines

Goal #1: Strategic & annual plans
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Effective change takes 2-5 years
even with concentrated and continual actions

Goal #2: Successful implementation

Successful implementation and enterprise-wide change 
requires:

• its own plan
• a focus on the processes and structures  

to lead and manage enterprise-wide change properly
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Annual strategic review
• Assess the planning process 
• Assess plan achievement
• Build strong leaders / implement 

leadership development systems

Results
• Update your Strategic Plan
• Clarify your annual planning and strategic budgeting priorities 

for the next year
• Problem-solving issues raised
• Set in place next year's Annual Plan and Change Management 

Process

Goal #3: Build & sustain high performance

I will fund a mediocre plan with a 
great management team, but never a 

great plan with a mediocre 
management team.

—Ted Alexander
General Partner, Mission Ventures

Presenter
Presentation Notes
“Similar to a yearly independent financial audit and update ”
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1. Holistic thinking – Leadership must focus on the big picture, do 
ongoing strategic planning, and measure outcomes

2. Institutional alignment – Institutions’ strategies, structures, and 
process must work together

3. Stakeholder attunement – Create a shared vision. People support 
what they help create, and they want a say in things that will affect 
them BEFORE the decision is made.

LEADERSHIP IS CRITICAL FOR EVERYTHING!

Three requirements for growing higher 
education institutions 

Presenter
Presentation Notes
Fundamentals of good organizational management 
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#1. Holistic Thinking: 
The whole is greater than

the sum of the parts

Presenter
Presentation Notes
Focus on outcomes 
Serve the “customer”
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Analytic vs. holistic thinking

F-15 
Cockpit

F-35 
Cockpit

Presenter
Presentation Notes
Two ways of thinking: analytic and holistic (systems) thinking

Analytic thinking
Starts with today and the current state, issues, and problems
Breaks the issues and/or problems into their smallest components
Solves each component separately (i.e., maximizes the solution)
Has no far reaching vision or goal (just the absence of the problem)

Holistic thinking - The whole is greater than the sum of the parts
Starts with the future, and figures out how to get there
The whole is primary and the parts are secondary (not vice-versa)
Allows the strategies to solve or avoid the problems
Measures outcomes, not processes
The vision is the endgame, not solving problems

PhDs are trained to be analytic thinkers – when was the last time there was breakthrough research? 
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Secrets of constant growth
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#2. Alignment:
Strategies, structures, and processes 

working together
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Ideal

People and processes heading in the same direction Results

Current

Lack of 
Results

Organization alignment

Presenter
Presentation Notes
Diamond model - invisible to naked eye – hiding in plain sight
Everyone is working toward a common (shared) vision
Faculty and administration are at odds
Positioning matches with mission and vision w/ centers of excellence
WE DO EVERYTHING GREAT!  	
Measurements are focused on outcomes
Institutions frequently missing their numbers
Focused on processes, not outcomes
Alignment of strategies, structures and processes
Attempting to do too many things at once / nothing gets finished
Good balance of leadership and management
Faculty governance run amok
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Ensuring org and delivery alignment
Chancellor

Presenter
Presentation Notes
If you are planning correctly, it is the core strategies that help to create the alignment, and the change management structures that ensure they stay in alignment
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#3. Stakeholder Attunement:
People support what they help create
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People want input into decisions that affect them 
before those decisions are finalized / implemented.

This is how we deal with 
UNINTENDED CONSEQUENCES AND RESISTANCE TO CHANGE

and
Set the stage for a smooth implementation

Stakeholder attunement

Presenter
Presentation Notes
Did your institution’s employees and faculty participate in its development in a meaningful way?
Yes
No
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TCL’s Holistic Approach to 
Creating Sustainable Higher Ed 

Institutions
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Start with the end 
in mind

Think holistically about university management

B 

C A 

D 

TCL’s
Holistic

Management
System

Your Ideal
Future

Today

Vision, Mission
And Values

Feedback
and 

Measures 
(including 

program review)

Strategies,
Business Plans
and  Priorities

Actions, Change,
and Follow-Up

Change Structures

Leadership

Presenter
Presentation Notes
Five strategic questions
Where do we want to be? (i.e., what are our ends, outcomes, purposes, goals, holistic vision)
How will we know when we get there? (i.e., what are the customers‘ needs and wants in a quantifiable feedback system)
Where are we now? (i.e., what are today's issues and problems)
How do we get there? (i.e., how do we close the gap from C to A in a complete holistic way) and ongoing
What will / may change in our environment in the future?
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Task #1: Charting the Course
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Where are you going?
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9. STRATEGY IMPLEMENTATION
(AND ENTERPRISE-WIDE CHANGE)

10. ANNUAL STRATEGIC REVIEW
(AND UPDATE) 

8. PLAN TO
IMPLEMENT

C INPUT A OUTCOMES

“STRATEGIC CHANGE MANAGEMENT”

D PROCESSES

B. FEEDBACK

2.  IDEAL
FUTURE VISION

STATECURRENT

• VISION
•MISSION
•CORE VALUES
•POSITIONING
•RALLY CRY

• ALIGNMENT OF DELIVERY
• ATTUNEMENT OF PEOPLE

3. KEY SUCCESS
MEASURES

4. CURRENT STATE
ASSESSMENT

5. STRATEGY
DEVELOPMENT

6. THREE-YEAR
BUSINESS PLANS

7. ANNUAL PLANS/
STRATEGIC BUDGETS

STAKEHOLDER 
ATTUNEMENT 

PROCESS
@ EACH STEP

TCL’s holistic management system

Brand
Promise

FUTURE
ENV. SCAN
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• Socio-demographics
• Kompetition
• Economics / ecology / environment
• Political
• Technology
• Industry
• Customers / suppliers

Future environmental scan
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Paradigm shifts

• Swiss watches/quartz
• Made in China
• 77 mpg / hybrid cars
• Alternative energy
• Fax machine
• Overnight mail
• Email
• Wireless phones
• Social media

• DVDs/CDs/Cloud
• iPhone
• Airline deregulation
• Globalization and 

outsourcing
• Great recession
• Real estate bubble
• Millennials in the 

workplace

Future environmental scan
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• Focus
• ECAs

High 
school

•Major
•Interns
•ECAs

College • Industry
• SkillsFirst job

Talent supply chain

Presenter
Presentation Notes
Manufacturing plant for raw talent

Whole person education - TAMU

Do your organizations have stakeholder advisory boards that give input into curriculum, or do you relay solely on faculty’s input?



Copyright © 2019 The Change Leader

30

Also called Driving Force - Grand Strategy - Competitive Edge –
Competitive Advantage - Strategic Intent - Image - Reputation –
Identity - Value Proposition - Value – Brand – Brand Identity

Positioning
• Defines our Driving Force (s) as “the way we differentiate 

ourselves ”vs. the competition. 
• Sometimes called “the mother of all Core Strategies ” 
• It is the main way we achieve a sustained competitive advantage 

vs. the competition over time 

Competitive advantage and positioning



Copyright © 2019 The Change Leader

3131

Positioning is answer the question, “What is one thing that:

• is unique, different and better about us 

• in the eyes of the customer  

• vs. the competition in the higher ed marketplace 

• that has them hiring our graduates / wanting to attend our 
institution?

The Corollary  
Can we be competitive in all the other customer wants?

Competitive advantage and positioning
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Quantifiable outcome measurements of success in 
achieving an organization’s vision, mission, and values to 
ensure continual progress towards achieving your vision.

• How do you know you’re being successful?

• How do you know if you’re going to get into trouble?

• If you are off course (in trouble), what corrective 
actions do you need to take to get the organization 
back on track to achieve your Vision?

Objectives and measures



Copyright © 2019 The Change Leader

33

• Simplify the budget process
• Chart of accounts detailed enough vs. too many
• Competing priorities and dealing with them
• Budget is affirmation of the strategic plan

TRUST IS CRITICAL THROUGHOUT THE 
INSTITUTION

Annual plan and budget
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Yearly

Pri #

Action Items 
(Actions/

Objectives/

How?)

Support/

Resources 
Needed / 
Budget

Who

Respon-

sible
Who Else to 

Involve?
When 
Done?

How to 
Measure? Status

Annual plans and responsibilities

Presenter
Presentation Notes
RACI model explained

Responsible
Accountable
Consulted 
Informed
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Core Strategies Who is Accountable? When Done?

Core Strategy #1: Creating value for board certification
1. Insurance discounts for ABO certified 
(Documentation)
3. Number of ICE and publish school ratings on website; 
number from each school (not immediately)
4. Continuing education with CE credits toward 
certification
5. Member recognition initiatives

Nick Dec 31, 2014

Core Strategy #2: Raising public awareness
1. New website
2. Marketing plan and beginning to execute
3. Tool kit
4. Your Smile is in Good Hands brochure or equivalent 

Steve Dec 31, 2014

Core Strategy #3: Protecting the public
1. Standards of Care (Framework, elements, people, 
2. Collaboration list (educators, organizational leaders, 
AAO, CDABO, ADA, ADEA, membership and legal
3. Review Code of Ethics (you can bring a representative 
from AAO to serve on task force; fault to the highest 
standard)

Eladio Dec 31, 2014

Annual plans and priorities

Presenter
Presentation Notes
In terms of ensuring overall success this fiscal year, what are the top three-four priority action items for each core strategy which need to be accomplished?
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Core Strategies Who is Accountable? When Done?
Core Strategy #4: Growing membership
1. Review current certification process and make 
changes as appropriate
2. Establish process and standards for 
certification renewal
3. Outreach to non-dues paying diplomates

Chun-Hsi Dec 31, 2014

Core Strategy #5: Becoming world ambassadors
1. Reinstate  the non-dues paying international 
diplomates
2. Establish outreach program 

Valmy Dec 31, 2014

In terms of ensuring overall success this fiscal year, what are the top 
three-four priority action items for each core strategy which need to be 

accomplished?

Annual plans and priorities
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Small group, cross-
functional teams meeting 
together and moving 
around create greater 
interaction, energy, 
commitment and 
understanding to 
implement the Strategic 
Plan.

Plan rollout
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Task #2. Implementing the Changes

Presenter
Presentation Notes
Implementing change requires three things:
Good and ongoing planning
Alignment of strategies, structures, and processes
Attunement of people to a shared vision
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• Change follows orderly, rational processes
• Someone else has figured it out
• Once we get through this change, it will be “smooth 

sailing”

The myths of change

Presenter
Presentation Notes
80% of all change efforts fail to get the results that are promised / expected
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What’s it like to drive in a fog

Presenter
Presentation Notes
What happens when the road gets cloudy?  What happens when this happens at work with your change process?  

Successful implementation and enterprise-wide change requires:

its own plan
a focus on processes and structures 
attunement with people

“Effective change takes 2-5 years even with concentrated and continual actions.”
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Successful implementation and enterprise-wide change requires:

 its own plan
 a focus on processes and structures 
 attunement with people

Presenter
Presentation Notes
Successful implementation and enterprise-wide change requires:

its own plan
a focus on processes and structures 
attunement with people

“Effective change takes 2-5 years even with concentrated and continual actions.”
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• Change structures
• HR initiatives

• Metrics and values
• Performance evaluations

• Celebrating and building on small wins
• People support what they help create
• Leadership and psychology of change

Making change stick
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Visionary leadership — CEO / Senior Executives with Personal Leadership Plans
• Repetitive stump speeches and reinforcement
• Ensures fit / integration of all parts & people towards the same vision / values

Executive Committee
• Weekly meetings and attention
• Ensure follow-up on top 15-25 priority yearly actions from the strategic plan

Change Leadership Steering Committee—replaces or is the Strategic Planning Team
• Bi-monthly/quarterly follow-up meetings to track, adjust and refine everything 
• Ensures follow-through via a yearly comprehensive map of implementation

Program Management Office
• Ensures fit, support and integration of project with your strategic plan
• Manages enterprise-wide change with multiple projects 

Internal Support Cadre (Project team)
• Day-to-day coordination of implementation process
• Ensure the change structures & processes don't lose out to day-to-day

Change structures
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Presenter
Presentation Notes
HR aspects of change
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Resistance to change

Presenter
Presentation Notes
Three major types of resistance to change
People / mental models / psychological
Structures, e.g., org structure, policies, etc.
Business processes
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People choose to change (or not to 
change) based on their mental models 

and the trust they have in their 
leadership.

Presenter
Presentation Notes
Old way of implementing change – the three D’s of implementation / change
Decide
Deliver
Defend
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–They don’t get it . . .
–They don’t like it . . . 

–They don’t like you . . .

Presenter
Presentation Notes
Regardless of whether the change is justified in economic or technological terms, changes succeed or fail on the basis of whether the people change. 
Culture. Examples of HP / Compaq
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How do we get the best answers? 
• Creativity comes from:

• intense dialogue / thought
• time to get away and reflection —working in your business / job 

vs. on your job / business
• a second or even third intense dialogue

• in the Stakeholder Attunement Process session
• in the next planning meeting

• Test assumptions using the SAP is critical for:
• improving quality of answers to current / future challenges
• understanding what is truly going on in the business / university
• developing "buy in“ and commitment to the answer
• reducing resistance to change 

Stakeholder attunement isn’t easy

Presenter
Presentation Notes
Story of AF Wing.

Remind to stay to the end – free gift



Copyright © 2019 The Change Leader

4949

#3. Sustaining the Change
(Lead, Follow, or Get Out of the Way)



Copyright © 2019 The Change Leader

5050

Presenter
Presentation Notes
Leadership is the art of mobilizing others to want to struggle for shared aspirations. 

—Jim Kouzes and Barry Posner 
The Leadership Challenge, 3rd ed.
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If change is not connected to a higher purpose 
Why should we invest ourselves?

People commit to causes . . . not plans

Presenter
Presentation Notes
Credibility
Competency / technical expertise
Relationship
Management

How did it make you feel?  How effective 
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Putting it All Together

Presenter
Presentation Notes
This is what it takes to put together a holistic strategic management system
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1. Holistic thinking – Leadership must focus on the big picture and 
measure outcomes

2. Alignment – Institutions’ strategies, structures, and process must 
work together

3. Stakeholder attunement – People support what they help create.  
Everyone wants a say in things that will affect them BEFORE the 
decision is made.

LEADERSHIP IS CRITICAL FOR EVERYTHING!

Three requirements for creating vibrant 
higher education institutions 
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1. Charting the course – Developing strategic and annual plans (and 
documents)

2. Implementing the changes – Successful implementation of 
programs and enterprise-wide change

3. Sustaining the progress - Building and sustaining high 
performance year after year is all about leadership

THE RESULTS:
Superior results and sustained excellence

TCL’s holistic management system
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9. STRATEGY IMPLEMENTATION
(AND ENTERPRISE-WIDE CHANGE)

CUSTOMER
VALUE

10. ANNUAL STRATEGIC REVIEW
(AND UPDATE) 

8. PLAN TO
IMPLEMENT

C INPUT A OUTCOMES

FUTURE STATE
“STRATEGIC CHANGE MANAGEMENT”

D PROCESSES

B. FEEDBACK

2.  IDEAL
FUTURE VISION

STATECURRENT

FUTURE
ENV. SCAN

• VISION
•MISSION
•CORE VALUES
•POSITIONING
•RALLY CRY

• ALIGNMENT OF DELIVERY
• ATTUNEMENT OF PEOPLE

3. KEY SUCCESS
MEASURES

4. CURRENT STATE
ASSESSMENT

5. STATEGY
DEVELOPMENT

6. THREE-YEAR
BUSINESS PLANS

7. ANNUAL PLANS/
STRATEGIC BUDGETS

STAKEHOLDER 
ATTUNEMENT 

PROCESS
@ EACH STEP

TCL’s holistic management system
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Board of Trustees Corporate 
Retreat & Meeting
INITIAL PLANNING FOR YEAR
• Case for New Initiatives
• Economic / Competitive 

environment scanning
• Year 1 Targets (metrics)
• Role Model Presentations
• Re-Launch of Current Initiatives

Board of Trustees Meeting
• Approve plan for next year
• Initiative Best Practices
• Level of commitment/
• Review Initiative Leadership 
• Stakeholder Impact
• HIPO Recommendations

Executive Committee and 
Cabinet
• Board Agenda
• Individual program initiative 

highlights
• Initial plans for new year
• HIPO recommendations

First Quarter Second Quarter

Third QuarterFourth Quarter

January March

SeptemberOctober

February

August

April

November

June

December July

May

Intense 
Energizing
of Possible New
Initiatives and 
Programs
Across
Institution

Executive Committee and 
Cabinet Retreat
Business and Senior
Academic Leaders
• Early Learning?
• Faculty and Student Reaction?
• Initiative Resources Sufficient?
• HIPO Recommendations

Anonymous Online
Student Survey:
• Economic / Competitive 

environment scanning
• Are we heading in the 

right directions?
• Do students feel it?
• Sufficient resources to 

execute?
• Messages clear & 

credible?

Finalize Strategic and 
Academic Plans:
Business and Academic 
Leaders and Staffs
• Level of commitment/ 

quality of talent 
• Differentiation (20% / 

70% / 10%)
• Resource planning -

Promote / Reward / 
Remove

Operating Plans 
Presented:
Academic and Business 
Leaders
• Results of program and 

initiatives reviews
• Business unit results 

against operating plans
• Economic / Competitive 

environment scanning

Board of Trustees Meeting
• Next-Year Operating Plan 

Focus
• Role Models Present Initiative 

Successes
• HIPO Recommendations
• All business and academic 

dialogues: What have we 
learned?

Executive Committee and 
Cabinet 
• HIPO Recommendations
• Clear Role Models 

Identified 
• Outside Institutions Best 

Practices presented
• Initiative Best Practices (All 

unities)
• Stakeholder Impact of 

Initiatives

Informal Idea
Exchanges at
Academic and
Businesses for 
next year

Executive Committee and 
Cabinet – 1-3-Year Strategy
• Economic / Competitive 

environment scanning
• General Financial Outlook
• Initiatives Update/ Strategy
• Stakeholder Impact
• Initiative Resource    

requirements

University strategic management process

Presenter
Presentation Notes
What are the key things that each institution must do every year? 
Enrollment management
New curricula / delivery systems
Environmental scanning
New terms begin
Strategic planning
Budget planning
Resource planning
Leadership capacity and succession
Conferences and training
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10. 21st century 
Holistic Mgmt. 
Systems

8. Bus. Unit 
Plans

7. Vision-Mission-
Values

6. Annual Retreats

5. 3-Year $ Forecasts

1. Survival

4. Annual Planning

3. Financial  Objectives

2. Budgets

9. Strategic
Planning

Where is your institution today?

Reactive (A)

Proactive (C)

Traditional (B)

Strategic management systems

Presenter
Presentation Notes
Talk to this before poll
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Change is inevitable; Growth is optional
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Questions?
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Thank you for your participation

Drumm McNaughton, PhD Rob Hartman, MBA
The Change Leader 

Columbia International University
(505) 369-1159 (O)
(760) 740-0200 (M)

drumm@thechangeleader.com
rob.hartman@ciu.edu

http://thechangeleader.com 

mailto:drumm@thechangeleader.com
mailto:rob.hartman@ciu.edu
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