Leadership:
The Key to Thriving Post-COVID
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The long-predicted crisis in higher education is upon us. And that was BEFORE COVID.

One thing I’ve learned in my 20+ years of consulting is that crises don’t make problems, they MAGNIFY existing problems. 

It’s hitting both public and private institutions. Nearly all public and private institutions are grappling with consolidations and financial strain, declining revenues, and uncertain futures. Even in New York, which has set up a free-college program for public institutions, administrators fret over a projected drop-off of tens of thousands of students in the years to come.

Tuition hikes, discount rates are increasing, At last year’s Council of Independent Colleges’ annual conference for presidents, the worry and weariness was palpable. Attendees packed rooms with discussions on college finance, mergers, and the declining trad student out of high school. And that was BEFORE the COVID shutdown happened.

Private colleges feeling the strain  Tuition hikes, discounts, Council of Independent Colleges’ annual conference for presidents last month, the worry and weariness was palpable. Attendees packed rooms with discussions on college finances, mergers, and the declining trad student out of high school.

Recently, Concordia University, a 115-year-old private institution in Oregon, announced its closure. Falling enrollment, mounting costs, growing construction debt. Oregon Public Broadcasting reported that the governing board clashed with the Portland campus over its Queer Straight Alliance student group, and state leaders are raising questions about public reporting and transparency. Read OPB’s full story here.

There is no magic bullet to fix the underlying problem — declining enrollment — that’s driving much of the worry.
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Higher ed is in a mature / declining market - Supply is greater than demand, and COVID has accelerated needed changes

College closures have hit new highs
Nearly 1400 colleges and campuses closed / merged since 2014, including nearly 200 privates and publics
This term alone has seen some big names announce closures, including Becker, Mills and Concordia New York 
PASSHE 6>2
Enrollments for traditional 4-years have declined / trending down … and the cliff is coming 
Down 2.9% last year – worse numbers for trad undergrad (-4.5% for spring and -4.4% for fall) and community colleges (-9.5%)
Only graduate went up (+4.3%)
Below 18 million in 2020 for the first time since before the Great Recession
Perceived less value in higher ed then ever before
International enrollment has declined, but may come back with COVID relief
Online education continues to grow, but not at the same rates as previously and now EVERYONE has the capacity
Finances are not good
75% of all CFO are concerned about finances
Student debt $1.7 trillion / can’t afford to pay it off (interest only payments)
Endowments up at elites, while one third of all privates show signs of financial distress
Discount rate higher than ever – average 55% and many over 60%
Tuition resets are happening more frequently
Boards are making increasingly poor decisions 
UNC Board of Regents and Nikole Hannah-Jones tenure
Eastern Carolina University: Two trustees had offered to finance a student-government presidential candidate in exchange for her agreement to vote with them on the board. 
Texas State University: Presidential scandal over admissions resulted in board giving itself authority to fire anyone at university
Lack of differentiation among institutions
98% of all institutions look alike / teach the same subjects / have the same degrees and programs
Distance from home has become more a factor in college choice



Does this sound like your institution?

* Enrollments are down or trending down

* Revenues do not meet current expenses

* “Borrowing” from the endowment (or no endowment)

* No institutional strategic plan, not followed/ updated

* No academic strategic plan/ not aligned w institution SP

» Faculty actions do not relate to the current environment

* Faculty think they should have a (greater) say in
everything and/or are obstructing needed change

THE CHANGE
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These are all symptoms of not being in alignment – even if off a few degrees, it can cost $$$





Welcome to the new normal

* Enrollments are down / trending down — enrollment cliffming

* 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®*

e Publics: 18 miles
e Private NPs: 46 miles

« Community colleges: 8 miles

Has education become a commodity? r=Crance

Copyright © 2021 The Change Le |_ EADE R’ INC
* Aclanian Research
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5000 students – you’re safe. Less than that …

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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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, Japan, and Canada, 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 focus on the first and last ones, and as we discovered in the current pandemic, one of the critical parts of good planning and implementation is risk planning.  
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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.


Only three things happen naturally in
organizations...
friction, confusion and underperformance.
Everything else requires leadership.

Peter Drucker

THE CHANGE
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Poll

Does your institution actively develop
new leaders / have formal programs to
build leadership capacity?

THE CHANGE
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Managers vs. leaders

Managers
* The root of the word manage is "manus," which means hand.

* Managers handle things — budgets, forecasts, schedules, etc.
* Their eyes are on today.

Leaders
* The root of the word lead is to "go, guide, or travel.”
* Leaders' eyes are on tomorrow as well as on today.

* Leading is about going somewhere — about guiding people on a
journey.

THE CHANGE
Copyright © 2021 The Change Leader Adapted from Kouzes & Posner LEADER’ INC



Leadership is the art of mobilizing
others to want to struggle tfor shared
aspirations.

James M. Kouzes/Barry Z. Posner
The Leadership Challenge

THE CHANGE
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The Research Behind The Five

Practices of Exemplary
Leadership®

THE CHANGE
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When you're at your best personally
in a leadership moment, what are
you are doing?

THE CHANGE
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The Five Practices of Exemplary Leadership

MODEL =3
the Way

ENCOURAGE INSPIRE — =
the Heart a Shared
Vision
ENABLE / CHALLENGE A.~
Others to % the Process
Act ?/ N

THE CHANGE
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Model The Way

* Clarity values by finding your voice and
atfirming shared values

 Set the example by aligning actions with shared
values

THE CHANGE
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I couldn’t ask anyone else to make a
commitment, until I knew in my heart that
I was willing to make that same
commitment myself.

Mary Godwin
Radius

THE CHANGE
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Model the Way in Action

* Administrative: Formally adopted The
Leadership Challenge (TLC)

* Wrapped into performance mapping
 Eliminated annual performance reviews

* Academic: Communications channel (weekly
video)

THE CHANGE
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Inspire a Shared Vision

* Envision the future by imagining exciting and
ennobling possibilities

 Enlist others in a common vision by appealing to
shared aspirations

THE CHANGE
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As long as you believe what you're
doing is meaningful, you can cut
through the fear and exhaustion and
take the next step.

Arlene Blum
Mountaineer & Author

THE CHANGE
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Inspire a Shared Vision in Action

» Ask leaders to talk about the strategic issues
involved in their work (HR, Student
Development)

THE CHANGE
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Challenge the Process

 Search for opportunities by seizing the initiative
and by looking outward for innovative ways to
improve

» Experiment and take risks by constantly

generating small wins and learning from
experience

THE CHANGE
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When my employees make mistakes trying
to improve something,
I give them a round of applause.

Jim Read
The Read Corporation

THE CHANGE
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Challenge the Process in Action

* Focus director-level staff on how to create small
wins in their units

* Acknowledge “wins” (lunches, cake, parties)

* Accreditation visits

THE CHANGE
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Poll

Do you or did you have a mentor
“erowing up”?

THE CHANGE
Copyright © 2021 The Change Leader LEADER, INC



Enable Others to Act

» Foster collaboration by building trust and
facilitating relationships

 Strengthen others by increasing
self-determination and developing competence

THE CHANGE
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[t’s always exciting for me to see what
people can do when they’re given an
opportunity.

So often they
far exceed anyone’s expectations...
Even their own.

Judy Koch Buchanan
RSP Manufacturing

THE CHANGE
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Enable Others to Act (n Action

* Administrative: Have junior staff lead committees
or volunteer efforts (needs mentorship)

* Academic: Give faculty opportunities to weigh in
on institution-wide decisions (e.g., the cabinet)

THE CHANGE
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Encourage the Heart

* Recognize contributions by showing appreciation
for individual excellence

* Celebrate the values and victories by creating a
spirit of community

THE CHANGE
Copyright © 2021 The Change Leader LEADER, INC



Ceremonies, celebrations, and rituals
are not about the event.

They’re about touching the hearts and
souls of every employee.

Victoria Sandvig
Charles Schwab & Company

THE CHANGE
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If you don’t show your appreciation to
your people, then they're going to stop
caring, and then you're going to find
yourself out of business.

LuAnn Sullivan
Wells Fargo Bank

THE CHANGE
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Encourage the Heart in Action

 Start a recognition program

* Consistently praise people (AND ask them how
they want to be acknowledged)

THE CHANGE
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Leadership in Action

THE CHANGE
Copyright © 2021 The Change Leader LEADER, INC



Successful higher education leaders...

1. Holistic thinking — leaders focus on the big picture and
measure outcomes

2. Alignment of strategies, organization structure and
processes — planning, implementation, and change are
the primary job of leaders

3. Attunement of stakeholders — people support what they
help create . . . ownership leads to a shared vision which
enables smooth implementation and real change

THE CHANGE
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Where are you going?

Would you tell me please, which
way | ought to go from here?”
asked Alice.

“That depends a good deal on
where you want to get to,” said
the Cat.

“l don't much care where...” said
Alice.

“Then it doesn't matter which
way you go,” said the Cat.

Excerpt from ALICE IN WONDERLAND

THE CHANGE
Copyright © 2021 The Change Leader LEADER, INC
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All about positioning


TCL's holistic management system

A OUTCOMES

FUTURE
ENV. SCAN

C InruT D rrOCESSES

CURRENT “STRATEGIC CHANGE MANAGEMENT”

8.PLANTO | 9 STRATEGY IMPLEMENTATION 10. ANNUAL STRATEGIC REVIEW
IMPLEMENT  F(AND ENTERPRISE-WIDE CHANGE)  (AND UPDATE)

7. RISK & BUDGET
PLANNING

4

6. ANNUAL/3-YR/DEPT
BUSINESS PLANS

STAKEHOLDER
INPUT / 2. IDEAL
ATTUNEMENT FUTURE VISION

PROCESS
@ EACH STEP
5. STRATEGY  VISION
DEVELOPMENT MISSION
o ALIGNMENT OF DELIVERY «CORE VALUES
« ATTUNEMENT OF PEOPLE * POSITIONING
*RALLY CRY

4. CURRENT STATE 3. KEY SUCCESS
ASSESSMENT MEASURES

THE CHANGE
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Defining alignment (and out of alignment)

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

Sharpest knife can’t cut its own handle
THE CHANGE
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Alignment is critical to growing revenues in a volatile academic environment - Strategies / business plans, organization, and processes in alignment

Intense dialogue is the tool that brings things into alignment, and one of the things that TCL is really good at is we see things that others don’t see and are really good at aligning all the planets

LAUSD and aligning curriculum end to end instead of by grade level.




Organization alignment

[CEO]

Functionis - Silos
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Organization alignment

(#2)
Business
Units

Major
Support
Areas

“STRATEGIC CONSISTENCY AND OPERATIONAL FLEXIBILITY"

Organization-Wide Strategic Plan
(Vision - Mission - Values - Measures) (#1)
Strategic Plan

of 3, 5, 10 years

—
]
2]
b 2 H G b
e
.‘:" #2
- @ . 3-Year
peopigl) (Finang
% Plans
(1]
m

#3)

Annual Operating Plans/Budgets

(All Departments) Next 12 Month
Cor awes Department
= Strategies and Coe b Plans
Performance and Rewards >
(#a)

Management System

Individual Planning
and Goal Setting

Vision/

Results

Creating
Customer
Value

Mission
Achieved

KEY: Use the Core Strategies as the "Organizing Principle" at all levels.
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Successful Implementation Requires Leadership
Planning and Change are the primary duties of leadership
  People support what they help create
  Use Systems Thinking 
  Focus on outcomes 
  Serve the customer

POLL: Resistance to Change



Institutions have many stakeholders

Community /
Businesses




Everybody is a
genius. But if you
judge a fish on its
ability to climb a

tree, 1t will live i1ts
whole life believing
that it is stupid.

-Albert Einstein




University strategic management process

First Quarter

Board of Trustees Corporate
Retreat & Meeting

INITIAL PLANNING FOR YEAR
» Case for New Initiatives

» Economic / Competitive

Intense
Energizing

of Possible New
Initiatives and

! h Programs
environment scanning ACroSS
* Year 1 Targets (metrics) Institution
* Role Model Presentations
¢ Re-Launch of Current Initiatives
January February
December November

Executive Committee and Operating Plans

Cabinet Presented:
* Board Agenda Academic and Business
+ Individual program initiative ~ Leaders

highlights * Results of program and
- Initial plans for new year initiatives reviews
 HIPO recommendations * Business unit results

against operating plans
» Economic / Competitive
environment scanning

Fourth Quarter

Copyright © 2021 The Change Leader

Executive Committee and
Cabinet Retreat

Business and Senior

Academic Leaders

» Early Learning?

« Faculty and Student Reaction?
« Initiative Resources Sufficient?
* HIPO Recommendations

March

October

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?

Second Quarter

Anonymous Online

Student Survey:

» Economic / Competitive
environment scanning

* Are we heading in the
right directions?

» Do students feel it?

« Sufficient resources to

Finalize Strategic and

Academic Plans:

Business and Academic

Leaders and Staffs

¢ Level of commitment/
quality of talent

« Differentiation (20% / 70%
/ 10%)

execute? * Resource planning -
* Messages clear & Promote / Reward /
credible? Remove

April May

September August

Informal Idea
Exchanges at
Academic and
Businesses for
next year

Executive Committee and

Cabinet

¢ HIPO Recommendations

« Clear Role Models Identified

¢ Outside Institutions Best
Practices presented

« Initiative Best Practices (All
unities)

» Stakeholder Impact of
Initiatives

Board of Trustees Meeting

* Approve plan for next year
* Initiative Best Practices

* Level of commitment/

* Review Initiative Leadership
+ Stakeholder Impact

* HIPO Recommendations

June

July

Executive Committee and

Cabinet — 1-3-Year Strategy

» Economic / Competitive
environment scanning

* General Financial Outlook

« Initiatives Update/ Strategy

+ Stakeholder Impact

* Initiative Resource
requirements

Third Quarter

THE CHANGE
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Resistance to change

STRUCTURES

MENTAL MODELS . & &

28elana guisealou

90 % Below
the Surface

THE CHANGE
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People choose to change (or not)
based on their mental models

and the trust
they have in their leadership

THE CHANGE
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Planning + attunement

Attunement

Benefits of coupling planning with attunement:

v Gets everyone on the same page v Strengthens institution and its finances
v ldentifies and prioritizes initiatives v Improves resource allocation and budgeting
v" Creates Shared Vision and Attunement THE CHANGE
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Does it really
matter??
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The Impact of The Five Practices®

Strong Correlation:

Organizations that
reported a strong
and consistent
application of The
Five Practices
reported higher
financial
performance.

2005 Study Results: Leadership Practices, Adaptive
Corporate Culture, and Company Financial
Performance: Ric Roi

Copyright © 2021 The Change Leader

Net Income Growth

Stock Price Growth

Strong Weak Transformational
Transformational Leadership Practices
Leadership Practices

841% -49%

204% 76%
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Impact of The Five Practices®

Leaders who use The Five Practices more frequently than
their counterparts:
* Create higher performing teams
* Generate increased sales and customer satistaction
levels
 Foster renewed loyalty and greater organizational
commitment
* Enhance motivation and the willingness to work hard
» More successfully represent their units to upper
management

* Increase retention, reducing absenteeism and turnover
(The Leadership Challenge 5% Edition, page 27) THE CHANGE
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People need encouragement.

They have an innate desire to know
they are making a contribution

and that
you believe in them

Jim Kouzes & Barry Posner

THE CHANGE
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Leaders help people out
OR
Help people out (of the organization)

THE CHANGE
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Poll

Do you think a leadership
development system would benetfit
your institution?

THE CHANGE
Copyright © 2021 The Change Leader LEADER, INC
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~ Alhort Egmatoin



YOU are the most important
leader in your organization

THE CHANGE
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Questions?



Thank you for your participation

Drumm McNaughton, PhD
The Change Leader, Inc.
(505) 369-1159 (O)

(760) 740-0200 (M)
drumm@thechangeleader.com
https://changinghighered.com

THE CHANGE
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