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EDITORIAL

BE EXTRAORDINARY!

By Idahlynn Karre
What does it take to be truly extraordinary? Our authors know!

umber College, Toronto, Canada really knows how to celebrate! Support

Staff Appreciation Week at Humber is a “not to be missed” event!
Humber leaves no effort, detail, or fun-filled opportunity to chance for their
spring staff celebration. A dedicated team of creative leaders and dozens of
volunteers ensure that the support staff at Humber see, feel, and realize how
important and appreciated they are to the college. Read as Nancey Adamson
shares the details. The weeklong celebration is extraordinary!

Do you have a succession plan in place at your college? Suffolk County
Community College, Selden, New York does! Authors Barbara DeFina, Lauri
Hutt-Kahn, Jennifer Ortiz, and Sandra Susman Palmer walk us through the
SCCC journey. It is extraordinary! Read about the succession management
program at Suffolk County Community College. The program was developed
at SCCC in partnership with the Chair Academy for Leadership and
Development, Mesa, Arizona, and it has it all! Residential seminars, mentors,
coaches, electronic forums, case studies, and situated learning! We have
included several resources developed by SCCC and by the Chair Academy at
the end of this article. They offer specific examples of what you might do on
your campus to build an extraordinary succession management program.

Our next author uses a framework of memorable principles to help us be
extraordinary! Developed using the very best research in organizations and
best practices in post-secondary education, Kirk Nooks provides The Seven
P’s. He helps us understand how important it is to re-affirm our mission in
the face of challenging and turbulent times. Are we helping our people be
high performers? Are we creating hospitable places for working and learning?
Do our policies “live” in our organizations and provide clarity, not roadblocks?
Are processes relevant and transparent? Do our programs transcend time
and place? Do we practice our values — inclusion, high expectations, and
celebration? Is progress left to chance, or is it data driven and strategic?
Investing in conversation and dialogue on The Seven P’s will help your team
and college be extraordinary!

They are extraordinary! We close this issue of Leadership with a
Yearbook of the 2009 International Exemplary Leaders. These extraordinary
leaders and leadership teams were recognized by their colleagues and
honored at our 2009 International Conference in Nashville, Tennessee. We
congratulate them here and invite you to read more about their exemplary
leadership at the Academy web site listed below which is devoted to sharing
their stories. These are our friends, colleagues, and leaders. We know them
to be extraordinary!

Enjoy this issue of Leadership! Be extraordinary!

TO READ MORE ABOUT THESE INTERNATIONAL EXEMPLARY LEADERS:
http://www.chairacademy.com/conference/2009/exemplaryleaders09.htm/

RECOGNIZE AN EXEMPLARY LEADER:
http://www.chairacademy.com/conference/2010/recognizel0.htm/

VISIT THE ACADEMY’S INTERNATIONAL LEADERSHIP CONFERENCE HOME PAGE:
http://www.chairacademy.com/conference/2010/10index.htm/
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“Humber’s Support
Staff Appreciation
week is one of my
favourite times at
Humber. It takes place
during reading week
when the College is
quieter. For me, this is
a time to recognize the
exceptional work that
Humber’s Support Staff
do, day in, day out, all
through a very busy
year. Every employee
at Humber works to
creative positive,
successful learning
experiences for our
students. Our Support
Staff do this with
skill and enthusiasm.
Both of these talents
are on display during

Appreciation Week.”

— John Davies, President
and CE0, Humber College
Toronto, (anada




umber College Institute of Technology

& Advanced Learning is a member of

Polytechnics Canada, and is committed
to student success through excellence in
teaching and learning. Humber’s broad range of
career-focused, educational programs include:
apprenticeship, certificates, diplomas, bachelor’s
degrees and postgraduate certificates. With
over 350 programs to choose from, the 19,000
full-time and 55,000 part-time students of
Humber have access to many opportunities for
continuous learning.

Humber employs over 450 full-time support
staff across 8 different schools and administrative
departments.

Humber’s Support Staff Appreciation Week
Humber has a comprehensive professional
development program for its support staff
including opportunities to complete an
Administrative Professional Certificate,
Professional Communications Certificate, Project
Management Certificate, Presentation Skills
Certificate together with many other workshops

LEADERSHIP Vol. 15.3 Summer 3
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“SSAW is a wonderful opportunity for
Support Staff to learn new skills for
job and personal growth. | have heen
involved with SSAW in one way or
another (participant & committee) for
many years and it just keeps getting
better and better. Not only are we able
to work on our skill sets but it gives us
the ability to meet other college staff
that we might not have otherwise.”

- Leanne Henwood-Adam, Athletics Centre

that are offered throughout the year. Three training
calendars are produced each year, spring semester,
fall semester and Support Staff Appreciation Week.
For the past 21 years, Humber has been providing
a unique professional development event for its
support staff called Support Staff Appreciation
Week. The first Support Staff Appreciation
event was held in 1988 and was a professional
development day that gave staff the opportunity to
travel by bus down to Monroe Community College
in Rochester, New York to participate in various job
shadowing opportunities. Over the years this single
event has transformed into a week long conference
for Humber’s support staff and takes place during
the annual reading week break. Support Staff
Appreciation Week (more affectionately known
as SSAW) gives support staff the opportunity to
develop both professionally and personally.

Committee Formation
One of the key responsibilities of Humber’s
Manager, Training & Development is the effective
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planning and implementation of the week’s events.
Planning for Support Staff Appreciation Week starts
in September. A committee is formed consisting

of approximately 20 support staff representing a
cross-section of Humber’s schools and departments
and the Training & Development Coordinator. The
committee is chaired by the Manager, Training

& Development. As chair of the committee, it is
his/her responsibility to choose the committee
members. This is not an easy task. Working from

a list of about 40 volunteers (staff indicate their
interest on the evaluation form distributed at the
annual SSAW lunch), the chair must choose a team
that has the right balance of creativity, enthusiasm
and commitment. It is through this committee that
the magic of SSAW happens. To maintain some
consistency and bring in new energy, approximately
one-half of the committee is asked to stay on and
the other half is made up of new members.

A formal invitation is extended and staff must
receive their manager’s approval. Participation on the
committee gives support staff the unigue opportunity
of working with others from different areas of the
college, an opportunity to assist in the week’s
planning, use their creativity and leadership skills,
resourcefulness, and most of all have a fun time.

Scheduled monthly meetings, 2 hours in length,
take place starting in September and continue up
to the event in February with additional meetings
called as necessary.

Decision on Theme

One of the first tasks of the committee is to create
a theme for the week. The theme for SSAW has
been determined in different ways over the years.
Some years the committee will brainstorm ideas and
other years, the chair has presented an idea and the
committee further develops it.
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Brainstorming SSAW
Workshop Offerings

A key aspect of SSAW is the workshops that
are offered all week long. Typically there are

between 25 - 30 learning events during the week.
Workshops are a mix of professional and personal

development opportunities. All committee
members take part in the determination of which
workshops will be offered during the week. The
members provide feedback on topics that either
they think would interest the college’s staff or
they bring ideas that their colleagues have told
them about.

Humber has seven core competencies
for its support staff: Customer Service;
Communications/Interpersonal; Entrepreneurial;
Project/Team; Time/Self Management; College
Knowledge; and Personal Development.

Suggested workshops are grouped into one of the

core competencies and committee members are
each given $100 in “fun money” to vote on which
workshops they would like to see offered. This
information gives the chair important information
to plan the week’s schedule.

SSAW 2009 offered 31 workshops (8-12 per
day). There were also additional opportunities for
staff to participate in 15-minute chair massages
and manicures that were offered by our Business
School, Spa Management program. Committee
members are asked to “host” the workshops and
are responsible for taking all the materials, etc.
to the workshop, introducing and thanking the
facilitator and returning the materials to the HR
Services department after the workshop. Some
of our staff volunteer to facilitate workshops. This
year we had several faculty members facilitate
workshops using our culinary labs, photography
labs, the greenhouse lab, bartending and
wine labs and we had support staff facilitate
workshops including a tour of the health sciences

labs, the Humber arboretum and even jewelry
making! Of course, the majority of the workshops
offer staff the opportunity to develop their
professional skills including customer service,
business etiquette, positive attitude, writing skills
and computer skills. 40% of staff participated in
at least one event during the week.

Support Staff Appreciation Luncheon

In addition to the workshops that are offered
throughout the week, staff look forward to the
culminating event, the Support Staff Appreciation
Luncheon. The luncheon is held on Friday of in the
college’s gymnasium which is transformed into a
club-like atmosphere. For this year’s theme, each

LEADERSHIP Vol. 15.3 Summer 5
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place setting had a led-lighted tambourine, cow
bell and guitar lapel pin. Centrepieces added to
the atmosphere and balloons decorated the stage
and perimeter of the gym. Approximately 350
support staff and administrators attend the buffet
lunch. Administration staff are invited by a support
staff employee. Another key responsibility for the
planning committee is the development of a theme
for the lunch, which ties into the week’s activities.
A typical lunch agenda will include opening
remarks from the Committee Chair, a buffet
lunch, opportunity for the college President to
acknowledge support staff and the role they
play in the success of the college’s operations,
a keynote speaker, and an “entertainment”
segment that is either performed live, video
recorded or some combination of the two. The
SSAW committee is responsible for coming up
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with an entertainment idea (or sometimes the
idea may come from another college employee).
This part of the lunch has become one of the
most anticipated events of the week. It also
means that the committee must be enthusiastic,
energetic and creative and invariably many other
departments lend their expertise to the project. It
also means that staff be released from their job to
participate in the creation of the project.

This year the committee created the “Humber
ITAL Record” (think K-Tel). Volunteers from the
committee travelled to our Lakeshore campus
to record the music and vocals. They were
assisted by a support staff employee in our
recording studio. They also worked with our
media services team to tape the acting portion of
the “commercial.” The committee selects which
segments they want to work on and “directors”
are assigned to each group. The directors are
responsible for ensuring that their group has the
resources they need to act out the scene. This
can include sourcing costumes, make-up, wigs,
music, writing scripts and scheduling rehearsals.
Taping sessions are booked and through a lot of
hard work, creativity and expertise the “dream”
becomes reality.

“SSAW 2009: Humber Support Staff
are Simply the Best”

To better illustrate how this played out for
SSAW 2009 the theme was: “ SSAW 2009:
Humber Support Staff are Simply the Best!”
The lunch theme was rock ‘n roll and employees
were encouraged to dress up as their favourite
rock star. “Tina Turner” was the MC and there
was a Tina Turner Look Alike contest. Prizes
were given out for best costumes to support
staff who dressed up as rock stars. To keep the
theme alive during the week and create a buzz
for the lunch event, staff from the Training &
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“Pve had the opportunity to learn about new things, programs, myself and
others, and different areas within the college that would not have heen
possible under normal settings. It affords us an opportunity to meet with
colleagues from across the college, not just our own areas. It’s lots of work
and fun. Well worth the effort!” - rita vanderveen, School of Health Sciences

Development team dressed up as rock stars (Rod
Stewart, Steven Tyler, Gene Simmons, Angus
Young, The Blues Brothers) and visited all of the
workshops giving live performances. Set-up for
the lunch started late Thursday afternoon, and the
committee (together with other support staff who
volunteered to help) helped set up the tables and
chairs, stage decorations, balloons, centrepieces
and came in early on Friday morning to put the
finishing touches on the venue. The keynote
speaker this year was Dr. Idahlynn Karre and

she delivered a keynote entitled “Celebrate Your
Strengths.”

Support Staff Appreciation Week is truly a
collaborative effort that touches every school and
department at Humber. Whether it is the volunteer
efforts of the committee members, the expertise
of our excellent media services staff, our music
recording staff, the staff in our Athletics Centre,
our facilities management staff, the food services
staff and all the schools and departments that
contribute to this unique learning event, it all comes
together to make Support Staff Appreciation Week
a memorable experience for all!

Nancey Adamson, MA, CHRP is a hambone
at times. She sincerely believes that you
should never ask others to do what you
wouldn’t do yourself. She aspires to be

as famous as Tina Turner. Nancey can be
reached at: nancey.adamson@humber.ca
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t the community college level a potential turnover
A)f leaders is expected to be as high as 50% over
he next five years (Milling, 2005, p. 234). How
will these key leadership positions be filled? Will the
college know who is qualified to lead the team into the
new millennium? These are questions that the corporate

world and family-owned businesses began to respond
to with succession management strategies. Cognizant

of the leadership gap

caused by significant « .

numbers of retirements One pr actical means of
in higher education, addressing the need for
a great many colleges continuing leadership
have endorsed the is through short-term,
idea of systematic hlgh impact programs

succession training and

in specifically identified
areas ... targeted to

management to fill their
administrative gaps

with effective leaders. meet both general
Besides their development needs and
experience, retiring challenges unique to the
administrators individual.”
ossess an intimate .
Enderstanding of the ~ Cameron D. Wallin
community college

mission, values, and
culture. Having an

ongoing “grow your own” plan in place to continually
groom talented and qualified leaders assures the
retention of quality personnel who know the culture,
values and goals of their institution and are better
prepared to meet the changing needs of the institution.
This type of plan also fosters an environment that
promotes a potential for personal and professional
growth. According to Byham, (1999), the plan should
begin by projecting retirements at the institution over
the next five years, scanning departments for potential
leadership talent, and above all, developing the skills
required of a superior leader through mentoring,
continuous individual assessment and system-wide
monitoring.

In general, academic leadership training focuses
on recent leadership theories, learning and leadership

LEADERSHIP Vol. 15.3 Summer 9
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“You cannot expect a culture to adopt a more comprehensive leadership

style overnight if it doesn’t systematically train leaders or encourage
people to aspire to leadership.” - Erroll B. Davis Jr

styles, and conflict management strategies. It also points
to a number of competencies that leaders should strive
to achieve. For example, the American Association

of Community Colleges (AACC, 2007) identifies six
leadership competencies: organizational structure,
resource management, communication, collaboration,
community college advocacy and professionalism. The
Chair Academy for Leadership and Development (2008)
enumerates 24 competencies, highlighting those such

as the leader’s complex role; understanding oneself and
others, or work behavioral style; leading and managing
effective teams; managing conflict; facilitating and
celebrating strengths; leadership development; leading
and managing change; and strategic planning. Other
factors now significantly add to skills necessary for
well-groomed “next millennium leaders,” as Byham
(1999) calls this next leadership generation. Community
college leaders have a growing list of issues with which
to contend as a result of greater ethnic, racial, economic,
generational, cultural and academic diversity with regard
to student and local demographics; exponential advances
in technology; increasing globalization; anticipated
trends; the need for greater accountability (AACC, 2007),
together with increased enrollment despite budget cuts
and limited resources.

According to the AACC (2007), however, most
programs do not teach its participants to apply the
competencies they advocate, and few are customized to
meet the particular needs of their institution. In general,
leadership training is usually short term in nature, limiting
participants “to only the most superficial of any topic”
(Roberts & Brown, 2007), and while various leadership
organizations, online seminars and individual campus-
based leadership programs clearly enumerate a specific
set of leadership competencies, little is done thereafter to
ensure a practical application of the theories, concepts,
and competencies they promote, nor is adequate attention
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given to the respective needs of individual participants.
As Wallin suggests, “one practical means of addressing
the need for continuing leadership is through short-term,
high impact programs in specifically identified areas ...
targeted to meet both general development needs and
challenges unique to the individual” (2006, p. 514).

As instruction alone does not guarantee leadership,
some colleges have set up mentoring systems to prepare
the next generation of administrators. Theoretically,
mentors must know, as well as be willing to foster the
culture, ideals and vision of the institution. However,
this is often not the case. In fact, most mentoring
relationships fail to integrate theory and practice. As
such, they fall short of preparing new leaders beyond
the limited needs of their own area and fail to direct
them past their own personal professional development.
The one-year progressive training program established
by Suffolk County Community College (SCCC) in
collaboration with the Chair Academy for Leadership
and Development in January of 2008 sought to address
precisely this limitation as it prepared its training class to
become effective 21st century leaders.

With three main campuses, an off-campus center
and a culinary arts center located between 40 to 76 miles
outside New York City, a student body of over 23,000
students, a workforce comprised of approximately 500
full time and over 1,300 adjunct faculty members, and a
current operating budget of $160, 587, 687 (2007), Suffolk
County Community College is a major economic force
propelling its area of operation. The college identified
40 individuals across the three campuses and among its
diverse departments and levels, including Administrative
Staff, Faculty, Academic & Assistant Academic Chairs
as potential leaders of the college. The leadership
program had the financial and organizational support
of Administration, Guild of Administrative Officers,
the Faculty Association and the College Foundation. In
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addition to three 3-day workshops led by the Academy’s
two facilitators, participants set up individual professional
development plans, communicated with each other in
book discussion groups and college message boards,

led and attended additional professional development
workshops, chaired and contributed to new college-

wide projects and initiatives, and spoke at nationwide

and international leadership conferences, all the while
working on an ongoing basis with individual mentors.

Hubbard and Clebelak (2007) point out common
techniques used to mentor new faculty: discussion of
paperwork and procedures, luncheons involving both
groups, and individual appointments to discuss questions
or issues. These are generally the same techniques used
when administrators mentor faculty and lower level
administrators who aspire to advance. What was different
about Suffolk’s program was the depth and breadth of its
scope. While participants in other leadership programs
generally focus in teams on a single plan-based project
(Jeandron, 2006), each Suffolk participant constantly
developed a great variety of plans. Then, one by one, the
participant’s plans were evaluated by individual mentors
who offered recommendations to their mentees. Mentors
were not merely advisors and advocates for their protégés
but collaborators in quests for significantly broader
knowledge, more innovative ideas, and reative solutions
and contingency plans.

The mentoring revolved around four components.
First, the mentee and mentor discussed an initial set of
thirteen questions following the first academy workshop
dealing with both discipline-specific and more general
dilemmas faced at the college (Appendix A). Second, the
mentee and mentor discussed nine issues generated by
the Academy for Leadership and Development designed
to engage participants in a group forum on their own
experiences with regard to communication, teamwork,
time management, personal growth and leadership
styles (Appendix B). Third, following the second three-
day workshop, six very complex case studies based on
Joseph L. Badaracco, Jr.’s Leading Quietly (2002) requiring
participants to review the college’s organizational
structure, policies and procedures; bargaining agreements
and dynamics between individual units were discussed

by the mentee and mentor pairs. Finally, mentees

and mentors discussed middle states, state and local
protocol and guidelines; programs and affiliations the
college maintains with businesses and the surrounding
community; and legal and financial ramifications of
potential decisions (Appendix C). Mentors and mentees
had to dig deeper and deeper beneath layers of mixed
variables, missing details and uncertain meaning,

and arrive at solutions that would be realistic and
could survive the test of time within our culture and
organization.

The intensity of the program generated ongoing
dialog, assessment and understanding among
participants and their mentors. Participants were
exposed to perspectives, strategies and leadership styles
outside their own disciplines, areas of service and ranks.
As aresult, myriad communication networks were
established and teamwork flourished everywhere both
on and off campus. Participants became more confident
in dealing with superiors and speaking before influential
groups. As aresult, higher level administrators had
increased comfort that they could call on them to lead
new initiatives and chair new projects. Due to the
increased complexity of their roles, participants learned
to delegate responsibilities more readily. The increasing
application and demonstration of leadership skills
has created greater visibility of participants and has
afforded them added opportunities to promote, and be
recognized, for their abilities.

This newfound camaraderie has also resulted in
numerous professional and social proposals for the
future: advanced training modules on themes such as
strategic budgeting, leadership-based retreats, a periodic
leadership academy newsletter and collaborative social
events such as wine-tasting dinners. On the whole,
SCCC mentoring has proved a mutually rewarding,
win-win process as mentors and mentees alike report
growth and positive energy as a result of the extensive
process. The college as a whole, in fact, has seen new
projects and approaches and a willingness to sustain the
energy found in the project. We are quite confident that
the exponential increase in the pool of knowledge we
share together, plus our commitment to applying that
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knowledge, will lead us to better problem solving, and
will provide the fuel for enhanced decision-making and
greater innovation in the future.

Although we have come a long way in a short time,
we believe that there are ways to improve the process for
the future. Recommendations for the future are based
on the remarks of the small number of participants who
enjoyed the formal training and newfound camaraderie
with their colleagues, but were not sufficiently engaged
by their particular mentoring relationship. Ideally, the
institution should train mentors to involve protégés both
intellectually and socially, as well as work with them to
establish goals and develop communication and problem
solving skills. Besides this, mentors should be trained in
how to provide constructive feedback, how to prepare
mentees for their transition to other positions, and where
to suggest additional networks for support and guidance.
Furthermore, the mentor should be a powerful role model,
one who clearly does what he/she says, and inspires
others to follow in their footsteps. For this reason, mentors
should also undergo structured training programs, and
all mentoring relationships should be monitored for their
effectiveness.

As Erroll B. Davis Jr., Chancellor of the University
System of Georgia, states, “you cannot expect a culture to
adopt a more comprehensive leadership style overnight if
it doesn’t systematically train leaders or encourage people
to aspire to leadership” (2008, p. 7). The mission of our
leadership group is to firmly commit that this journey
does not to not end with the conclusion of the formal
Leadership Academy experience, but it strives forward
as leaders, and continually develops other leaders, in all

areas of the college and well into the new millennium.
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APPENDIX A
SCCC Leadership Academy
Mentee Questions:

What can you do to gain the respect of your
subordinates?

As the new chair you notice that your full-time faculty
are teaching lower level courses and adjuncts are being
hired for upper level courses. What if anything should
be done about this?

How can one be a strong advocate for their area and
also be considered a team player by their supervisor?
You have been just given a new assignment. How much
direction can you expect?

This semester you are buried with observations, budget
requests, student complaints. How can you manage
this workload and still provide the leadership for your
area?

After an observation, you conclude that your
subordinate’s performance is below average.

Barbara DeFina has worked at Suffolk County
CommunityCollege for 15 years in the Office of
Continuing Education. Her responsibilities as a
Program Coordinator for this department encompass
running all of the Literacy programs and GED test
sites on all three campuses, as well as being GED Test
Chief Examiner. For NYSED, she is the Long Island

trainer for ASISTS, a data reporting system which the state requires
all providers use.Ms. DeFina can be contacted at
definab@sunysuffolk.edu or (631) 451-4927

What do you do?”

7.

10.

11.

12.

13.

What is the best way to recognize the accomplishments
of our faculty and staffin an All College Day ceremony?
Design the perfect All College Day Program.

A program in your department is failing. What is your
role and responsibility?

A student visits your office to complain about a faculty
member. What do you do?

Since you have accepted your new position you notice
that the job responsibilities are significantly different
than expected. What do you do?

You find that your current position is not

as challenging as you expected. What can

you do?

Describe the perfect community college. What are its
characteristics?

What are the inputs that define a college as being good?
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APPENDIX B
Chair Academy Leadership Issues

Issue #1
Dear Suffolk Academy Participants:

“Do you know your job? Eighty percent of managers
cannot answer with any measure of confidence these
seemingly simple questions: What is my job? What in
my job really counts? How well am I doing my job?”

— W. Edwards Deming

Looking at Deming’s quote above, and referencing
the Complex Role module from your first week of training
and development, we would like you to reflect on the
following questions and respond to your leadership
group by clicking “reply all.”

1. How has your role changed and what changes are you
anticipating over the next year?

2. How has writing a Personal Mission Statement been
useful in your role as a leader?

Issue #2

Dear Suffolk Academy Participants:

Managing time effectively seems to be a constant
challenge. Refer to the Complex Role module from your
first week of training, as well as your personal experience,
and reflect on the following questions. Please respond

to this email and your leadership group by clicking on
“reply all.”

1. What obstacles prohibit you from managing your
time effectively?

2. Which time management tools, i.e., palm pilots, day
planners, software programs, have you found to be
effective?

For those of you who strive to manage your time
effectively, check out this website:
http://www.time-management-guide.com/

We know that time is taken up by meetings for all
or most of us, so here’s a site to check out regarding
effective meetings: http://www.effectivemeetings.com/
meetingbasics/index.asp

We've also attached a fantastic article by Eileen
McDargh entitled Be Here Now regarding the four truths
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of time management and techniques to help you better
manage your time.

Issue #3
Dear Suffolk Academy Participants:

1. What strategies from the Leading and Managing
Teams seminar were most helpful to you in your
departmental area?

2.  How has the information you learned from the DiSC®
helped you in working with your teams?

3. Have you experienced any obstacles with the
development and implementation of a team-based
work environment?

4. Empowerment is a key component to team
development. Have you used strategies to create an
environment where team members feel empowered?

5. Team meetings are critical to the success of
implementing work. Describe the strategies and
techniques you use in the facilitation of your meetings.

Issue #4

Dear Suffolk Academy Participants,

We sometimes envision mentoring as an utopist
relationship. However, as we all know, there are always
bumps along the way. Read the following case study and see
if you can relate to the situation:

Bill is Trevor’s mentor. The mentoring relationship
started well. However, after the first few meetings Trevor
has begun to question the value of the relationship.

At their mentoring meetings, Trevor usually brings his
IPDP to the session, but Bill does not want to focus on
Trevor’s plans. Instead, he spends most of the meeting
talking about leadership generalities. In addition, Bill
doesn’t seem to listen as well as Trevor would like. Trevor
has tried to be patient, since this is a new process for
everyone, but is beginning to suspect that Bill is not really
focused on his needs.

What actions should Trevor take? Have you felt
you've been in a similar situation? Have you had other
difficulties with your mentor such as misunderstandings,
no impact feedback, or miscommunication?
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Attached is a guideline for the actions to be
taken when things aren’t going well in the mentoring
relationship. It helps guide you through difficulties that
may arise (such as in the case study above) and tells you
what steps to take to resolve the problem.

**NOTE: You do not have to limit yourself to ONE mentor. Mentoring
can come from anyone you feel has a grasp on your abilities and has the
knowledge to help you develop as a leader. You have identified someone
as your PRINCIPAL mentor. Should your PRINCIPAL mentor change,

be sure to contact the Leadership Academy at leadershipacademy@
mcmail.maricopa.edu so they may update your records.

As always, if you have any questions or concerns,
please do not hesitate to contact us by phone or email.

Issue #5

Dear Suffolk Academy Participants:

1. What strategies and insight would you offer to
someone to help them get started and reap the benefits
of journaling so they continue indefinitely?

2. How have you used reflective practice and journaling
to grow as a leader?

3. How has reflective practice helped you deal with
challenges in your department, on your
campus, or within yourself?

Issue #6
Dear Suffolk Academy Participants:

Establishing and maintaining an environment of
trust is essential in a team-based work environment.
Understanding various learning and work styles and
appreciating differences is a wonderful way to build and
sustain the trust of others. An effective leader should
continually strive to respect and value the diversity of
the team and learn to use the differences to the benefit
of the team.

Please reflect and reply to these questions with your
leadership group.

1. How have you worked to build and maintain an
environment of trust in your department
or area?

2.  When trust is at risk in your department or area, how
can you work to re-establish a culture of trust and
respect?

3. How have you used your knowledge of the work
behavioral styles (DiSC®) and learning styles to help
you build a culture of trust and mutual respect on your
team and in your department?
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Issue #7
Dear Suffolk Academy Participants:

Peter Senge poses the following question in his
book The Fifth Principle: “How can a team of committed
managers with individual IQs above 120 have a collected
IQ of 602” The discipline of Team Learning confronts this
paradox. Team Learning starts with all members of the
group understanding that the word “dialogue” means not
just taking turns talking, but rather, “the ability to suspend
assumptions and enter into genuine thinking together.”

Patterns within organizations such as defensiveness,
gossip, and distrust can undermine dialogue, which in
turn makes Team Learning almost impossible to achieve.
Therefore, within a learning organization, all members
must strive to decrease those negative behaviors and
practice true dialogue. Senge states that unless Team
Learning is present in the group, the organization cannot
hope to grow.

Please respond to the following three questions and
statement:

1. Are you using the idea of “dialogue” with your team and
engaging in “genuine” thinking together?

2. What strategies do you use to include all members of
your team in dialogue, discussion, and debate? Do you
have specific strategies to manage negative attitudes or
behaviors?

3. Describe how team learning is present within your team

Issue #8
Dear Suffolk Academy Participants:

Leadership literature shows that there are a large
number of leaders in higher education who are nearing
retirement. This will dramatically influence and affect
your institution’s organizational culture.

Please reply to the following issues on your group
listserv:

1. Is your institution being affected by leader retirements?

2. Do you have any ideas or strategies on how your
department and/or institution will address this issue of
retirement and succession planning? Are they included in
strategic planning?
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An effective strategic plan requires your team to
participate fully in its design and implementation.

1. What specific strategies do you use to obtain buy-in and
participation from your team members to collectively
design and implement your department’s strategic plan?

2. How do you integrate and align your departmental plan
with your institution-wide strategic plan?

Issue #9

Dear Suffolk Academy Participants:

1. How has your role in your department changed over
the last year?

2.  What has been your greatest opportunity in your
role as an organizational leader at your institution
or in your department? What has been your greatest
challenge?

3.  What leadership opportunity or challenge have you
overcome this past year that malkes you feel most proud
of yourself? What leadership traits did you use to meet
these opportunities and challenges?

4. What will you need to do to continue your growth as an
organizational leader?

5. Did your relationship with your mentor help you in any
way to meet your opportunities and challenges and
grow as a leader?

APPENDIX C
SCCC Leadership Academy Case Studies

Case 1: Know the Terrain

You are Rebecca Olson, the new associate dean of
alarge area. A few days after accepting the position the
board chairman tells you about a troubling personnel
issue that is brewing in your new assignment. Jane Doe,
a clerical employee was about to file a complaint with
the state employment agency accusing John Forbes,
the college’s assistant dean of sexual harassment and
discrimination. John Forbes has been with the college for
well over 20 years. He had held almost every important
business position, including community affairs director
and head of accounting. Forbes comes from a prominent
Suffolk County family and was the inside candidate
supported by the cautious board members. Until the
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board announced its choice of Rebecca Olson, most of the
staff believed Forbes would be the next associate dean.

As soon as the chairman left her office, Olson let
her anger bubble to the surface. The chairman and a
few others had known about the charges for several
weeks, but had waited until now to tell Olson. Olson was
angry because in her opinion, this situation should have
been dealt with long before a new person was assigned
to the area.

Since Olson had handled several other harassment
complaints at past jobs, she understood the problem in
front of her. The college’s reputation, already hurt by
financial problems, could suffer from a scandal. If the
county and state found that harassment had occurred,
it could have further implications on funding, and the
victim could file suit. Olson’s handling of the situation
would also color her initial relationship with her staff,
its board, and, if the matter became public, in the local
community.

Olson began working on the problem immediately.
In interviews with the college outside counsel, Jane Doe
repeated her charges, and a coworker revealed that Doe
had told her about the incident shortly after it happened.
In other interviews, rumors surfaced that Forbes had
harassed another woman at the college, but she had
moved out of the state and could not be located. The
college’s lawyer also told Olson that he suspected his
investigation was being impeded because some people
were intimidated by Forbes.

It is now your responsibility to deal with this
potentially troubling issue.

What do you do?

Notes for mentors: There are four guiding principles
involved in this case:

1. You don’t know everything—in most cases you are
always given limited information. What may seem to
be an obvious response to a situation can turn out to be
completely wrong once all of the real facts are revealed.
It is always your job to dig as deep as you can to reveal
all of the facts when facing a tough decision.

2. You will be surprised—first impressions are oftentimes

wrong and so is the information we receive. Always
be prepared to be surprised when you are engaged in
hearings. Obviously, your job is to

minimize those surprising revelations during your
preparation for each case.

3. Keep an eye on the insiders—oh, so important. Why
do you think Olson was not told about this issue
during the interview process? While the insiders
were not actively involved in this case, they clear
knew the all of the potential negatives and they were
watching how Olson handled the situation. Olson
could very easily become the sacrificial lamb if the
politics of this well-to-do family interferes with
the process.

4. Trust, but cut the cards—at some point in any
process you need to trust some of the people
involved. This case has many complications and
Olson is in a precarious position, so she is likely to
confide in as few people as necessary.

Please share this case study with your mentees. I
plan to try and use the message boards we used last year.
If they are not working (due to Banner) [ will then resort
to using email.

In addition to your current mentoring case study, I
would like you to consider the following important issue
for the college:

On occasion, senior members of our faculty/
administration (full and part-time) choose to work
well past their prime and this is often negatively
reflected in their performance. Their supervisors
provide all the coaching they can in an effort to get their
colleague to improve, but many times the efforts fail.
Situations like this oftentimes end up in a disciplinary
procedure that leads to dismissal, and that process
leaves the faculty member, who has fond memories of
SCCC and of their contributions over the years, feeling
“dirtied” by the process.

Is there any better way to bring
long careers to an end?

The flip answer is of course, no. But now put your
human resources hat on to design an exit strategy that
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focuses on the
psychological
impact of such
dismissals.

Case 2: Ethics

You are an experienced

marketing representative

at the college. Like many other

reps at the college, you have been

marketing career programs to very specific

audiences. After several years, enrollment had

leveled off, and the college had begun encouraging its
reps to promote the programs for other “potential jobs.”
This effort was successful. Enrollment resumed their
climb, reps made their quotas and got bonuses and your
supervisors were promoted. The only problem was that the
new sales campaign flirted with lies about “potential jobs”.

Your initial response to this situation was to walk a
very fine line. You did not want your pay and promotion
prospects limited, nor did you want to mislead students
about potential jobs. So you decide to only talk about
potential jobs if someone raised the question. If no one
asked how the program would apply to other jobs, you
wouldn’t raise the subject.

For several months, this strategy seemed to work
both practically and ethically. But, in time, doubts crept
in as you realized that more and more students were
enrolling in these programs thinking that it would help
them get jobs that were not specifically associated with
this training. So, you decided to begin telling students
who are thinking about entering the program that it will
not make them eligible for all the jobs listed in the college
brochure.

What risks do you face?
What could you expect from
your employer?

Case 3: Who Gets Fired

You are the new supervisor of the technology systems at
the college. The college is in the midst of reorganizing
its staff in an effort to streamline the payroll, while
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becoming
more efficient.
SCCC has
just completed
an expensive
overhaul of
its information
technology systems,
which simultaneously
give you more authority over
business decisions, centralized back
office operations, and let central personnel
monitor the college performance more closely.
You inherited 55 employees. After two months several of
them had raised difficult questions. Janet, age fifty-six, had
been with the college for twenty years and was now one of
two lead programmers. You have heard complaints about
her rudeness with colleagues, but had not yet witnessed
an incident. When you raised the issue with Janet, she
cried, denied doing anything wrong, and claimed she was
being discriminated against because of her age. Ashley,
age thirty-three, was the other programmer. You are
impressed with her work and want to make her the lead
programmer, but Ashley refused to supervise Janet and
was about to go on maternity leave.

Jennifer and John are the two lead business officers.
Jennifer did everything by the book and dealt only with
students who came into the office. John seemed to have
potential, but had not responded to suggestions and the
promise of a promotion. Katherine, the staff assistant
for Jennifer and John, was a widow without children,
who had worked for the college for thirty years and was
now recovering from cancer surgery. She was often in
pain, moved and worked very slowly, but did not want to
take advantage of the bank disability program because,
as she putit, “her life would be over.” You found
Katherine’s problem particularly painful because your
mother had died of cancer. At the same time, you know
that John and Jennifer could not do their jobs without
her full support. You have been directed to immediately
eliminate one position.

What do you do?



SUCCESSION MANAGEMENT

Case 4: Risk Reward
You are the new supervisor of a major area of the college.
Soon after your hire you are told that the college will soon
be visited by our accrediting agency and that your area
received a poor review during their last visit. Knowing
that the results of this latest visit will reflect on your
leadership even though you are new to the college, you
push your team to prepare for the Middle States visit.

During their last visit, concern about adequate space
for student private study and documentation about
spending in that area was voiced. The person supervising
that area during the last Middle States visit was relatively
new himself and did not have a good handle on student
needs and the availability of college resources. Knowing
this, you and your assistant spent the past two weeks
making dramatic improvements in that area.

The Middle States visit lasted two days. At the end
of the second day you learn that the Student Study area
had received a perfect score. This surprised you since you
knew (by your preparations) that you did not have time
to address all of the deficiencies noted in their last report.
When you talked to the area supervisor about their visit
you learned that all they did was enter the room and just
look at the physical set-up—and then left.

After the visit, your supervisor congratulates you
for the tremendous job done in the Student Study area.
You thank her, but deep down you knew the report was
incorrect.

What do you do?

Case 5: Drill Down
You supervise the Continuing Education area for the
college and are responsible for creating and maintaining
corporate clients in need of training programs. One of
the long-standing partnerships we have had is with a
major bank. You learn that the bank is being aggressively
courted by another educational institution that promises
to deliver educational services 24 hours a day, seven days
aweek using a web based approach.

Based on your knowledge of the corporate world you
know that if you lose this one client to your competitor
that many others will also opt for that type of service.

To compete, SCCC would have to invest in more servers
and operators, despite a strict new policy to decrease
spending.

What can you do to maintain
our relationship with the bank?

Case 6: Reflections and Regrets

The college has a firm policy to not add students to classes
once that class has begun. Two days after classes begin
astudent in his last semester comes to your office and
seeks permission to add an advanced science class to his
schedule. You promptly tell him the college policy and let
him know that you are unable to help.

The student then goes on to explain all of the personal
home problems that prevented him from registering on
time for the class. After he leaves your office you feel bad
for him and begin to do some research. You discover that
heisregarded as one of the brightest science students in
that department for several years, and that the personal
problems he spoke of were quite true.

Since he has gone to several offices looking
for help you know that if you add him to the course
everyone who declined his request will know. You also
know that the college president is very firm on the policy
to not add students to classes that have started.

What do you do?
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Kirk A.

he corporate business sector of the American
economy has always subscribed to an explicit
competition-based assessment of success. One
could argue that the desire —and ability —to create the
proverbial “better mousetrap” is only a mere example of
motivation in the marketplace. Another can be the notion
of being outperformed by similar organizations which force
corporate leaders to embrace innovation. Even the recent
economic woe of the nation is a cyclical process that often
reminds business leaders that fiscal efficiency trumps
gaudy effectiveness. Yet, irrespective of the reasons fora
company’s advancement, those with fiduciary responsibility
understand that the organization’s performance will be
assessed by shareholders, industry analysts and the public
alike. This assessment will seek to address the questions:
Did those in leadership protect the organization? Did those
in leadership make a profit for its investors? Did those in
leadership do no harm?
The higher education sector of the American economy
subscribes to an implicit competition-based assessment
of success. Fascinated with lists and ranking reports
or survey results and data sets, institutional research
offices have been wired to generate comparisons against
peerinstitutions. With the anecdotal hope of a favorable
report, institutions are often disenchanted with the data
results which corroborate the thoughts that many generate
mediocre student success rates. In past years, the education
sector appeared to have been immune to the fluctuations
in the marketplace. Enrollment growth, tuition increases,
and grant funds served as consistent revenue streams.
Not to mention, state funds, local municipality support, and
institutional foundation scholarships helped to subsidize
rising costs for students seeking higher education. With
such financial ability to weather the occasional storm, the
shareholders’— or stakeholders’—
call forinnovation was constantly rebuffed.
As the recent economic challenges claimed the legal lives
of so many corporate entities, college committees continued
to engage in dawdling dialogue aimed at generating decisions

Nooks

of convenience (Flynn, 2004). With the tempest raging
toward the island of post-secondary education, institutions —
public, private, large, small, urban, suburban, rural, two- and
four-year —are attempting to find novel strategies to address
new conditions. While there are those who do believe the
corporate-style of competition should be neither practiced
nor perpetuated within the academy, lessons can be learned
from corporate stories of failure and success. In the late
stages of the 20th century, the call for a paradigm shift

was a consistent theme throughout the literature. Barr and
Tagg commented, “to build the colleges we need for the 21st
century—to put our minds where our hearts are, and rejoin
acts with beliefs —we must consciously reject the Instruction
Paradigm and restructure what we do on the basis of the
Learning Paradigm” (1995, p. 14). Yet, the new century

has arrived and institutions have fallen victim to the same
old storm. During this period of re-building for some, and
re-thinking for others, itis tempting to focus on the student
as input. However, in an effort to do no harm, itis important
to systematically plan for success by renewing the dialogue
with one core output in mind — Learning (Barr & Tagg, 1995;
Collins, 2005).

After a review of the Learning College Project website for
the twelve Vanguard Colleges, it appears that there were
more than policies, programs and practices that helped
them to succeed along their journey. Given the natural
trigger events (i.e., launch of a long range project, overhaul
of technology, etc.) described by 0’Banion (1999), many
of the Vanguard cases focused on institutional reasons
to embark on their journey. Hence, the individual case
studies helped us to make meaning of twelve distinct
contexts without proposing an operational framework for
the collective body. In the absence of a concrete model,
many institutions merely applied the “learning college”
label without demonstrating how the architecture of the
institution had been influenced. Furthermore, when the
collective shock of multiple trigger events — marketplace
events (i.e., generational retirements/turnover, recessions,
etc.) —impact the entire higher education spectrum at
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one time, one could argue that there are additional areas
that all of the Vanguard institutions used to guide them in
their journey.

The Seven P’s can be viewed as a
framework designed to assist
organizations in re-affirming its learning
mission during these turbulent times.

Similar to Peter M. Senge’s (1990) and Terry 0'Banion’s
(1999]) works on the learning organization, the Seven P’s
framework uses the concept of “learning” as the philosophical
underpinning which gives meaning to the model. However,
the Seven Ps differs from the Senge and 0’Banion models by
using the organization’s values as its principles. Therefore,
the framework’s outcomes are personalized based on what
those within the organization esteem.

To begin, itis imperative that the framework’s principles
are clearly articulated, defined and understood. These
principles should be defined as guiding standards for
demonstrable actions that are held in high regard. Anything
short of identifying principles, “is a profoundly misleading
contradiction in terms, a blind alley with very high costs to
personal life, community and even workplace” (Wingspread,
1993, p. 10). Hence, whether the result is perceived as
negative or positive, itis of the utmostimportance for
those within the system to subscribe to the principles. For
example, the Vanguard institutions utilize the philosophical
principles of learning-centeredness as described by
0’Banion (1999) wherein:

1. The Learning College creates substantive change in
individual learners;

2. The Learning College engages learners in the learning
process as full partners who must assume primary
responsibility for their own choices;

3. The Learning College creates and offers as many options
forlearning as possible;

4. The Learning College assists learners to form and
participate in collaborative learning activities;

5. The Learning College defines the roles of learning
facilitators in response to the needs of the learners; and

6. The Learning College and its learning facilitators succeed
onlywhen improved and expanded learning can be
documented for learners.
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Other institutions may use one word values or
characteristics (e.g., respect, diversity, transparency, joy,
civility) instead of sentence-structured principles. Despite
the preference, these guiding standards should be used
as filters to inform those making decisions or providing
recommendations. Ultimately the framework should serve
as an objective tool that can be used to make sense of how
and why decisions are made.

After the principles are delineated, those in the
organization are now prepared to operationalize the
framework using the seven categories of People, Places,
Policies, Processes, Programs, Practices, and Progress.
After each category, a short list of questions — Institutional
Checklist — will be presented to encourage reflection and
dialogue within the institution.

People

The first of the Seven P’s represents People. As the
single most valuable asset to an organization, it is the
“people” who will demonstrate and perpetuate the agreed
upon principles. Although itis the desire for all employees
to be actively engaged in representing the principles, the
approaches for current and potential employees typically
differ. For those people who are already employed with
the institution, the decision to remain affiliated based
upon the recently identified principles may be difficult.
Since joining the organization, there may have been subtle
movement toward a certain goal. Hence, the period of
employment may have allowed for a sufficient period of
assimilation. This may not be the case at all institutions.
For example, the dynamic environment of higher education
could present a “sobering experience.” This is where an
institution is faced with an imminent conundrum which
cannot be solved based on their present state.As a
response, an immediate extreme change is required. With
no time to vet the decision through complex governance
systems or confer with committees, a new paradigm is
implemented which will often leave some disgruntled,
disenfranchised, or disappointed. This group of People
should not be ignored, but provided a period of time to
accept —and contribute to — the new operating principles.
Nevertheless, careful consideration and thought must be
given to “get the right people on the bus, the wrong people
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off the bus, and the right people into the right seats”
(Collins, 2005, p.14).

Potential employees present a new opportunity. In
order to optimize the system’s performance, the people
—orcitizens — of the system should fully subscribe to
and identify with all of the principles prior to a formal
relationship. There should be an opportunity for the
interested candidate to fully grasp the institution’s
principles prior to a long-term relationship. The principles
should be clearly articulated in search materials, during the
interview, and noticeably demonstrated during the early
part of the employment relationship. As a result, there will
be ample opportunity for an employer or employee to sever
the relationship without any negative impact priortoa
long-term commitment. Such a process would allow for open
dialogue between the people to ensure early decisions are
made in a low-stakes environment.

Itis also necessary to consider the role of the “people”
within the organization. As mentioned earlier, every person
should be aware of his or her role as a citizen within the
organizational community. The deliberate use of the citizen
label suggests some level of pride, loyalty, and ownership
toward the organization. Beyond their role as citizen, the
people should have an understanding of the expectation
to serve as a high performer or high potential. Bossidy and
Charan (2002) characterize “high performers” as individuals
who can enter an organization with minimal effort due
to an established set of skills. Typically an established
professional, these citizens contribute instant credibility
and can demonstrate competence through past successes.
Conversely, “high potentials” are known for their high
likelihood of future growth in a particular area. Their strengths
lie in the ability to learn new ways of accomplishing old tasks.

The people within an organization are the
most valuable asset. With the majority of
institutional budgets dedicated to human
capital, it is imperative that clear roles
and expectations are defined to ensure
maximum performance and growth.

If all of the citizens within an organization “can brighten the
corner where they are,” higher levels of contributions can be
acknowledged in and out of the classroom.

Institutional Checkpoint:

1. Howdo we accurately assess the need for People in
critical areas?

2. Holding the number of positions constant, how do we
deploy our human capital to areas in need?

3. How should we maintain professional development
opportunities during this period?

Places

The second P represents Places. The Places within the
organization should be designed to reflect and support the
principles selected by the aforementioned People.

Within a higher education system, the place
or the aesthetics of the institution can

be identified as the classrooms, common
areas, offices, and campus grounds alike.
These spaces are often overlooked during
tight economic times and neglected as
powerful tools of learning.

A'system that embraces the complete collegiate
experience would ensure that their places consistently
reflect this principle.

Historically, community colleges have attracted large
numbers of “‘commuter” students who would follow the
proverbial “car-parking lot — classroom-parking lot — car
(CPCPC)” model. Hence, many of the spaces on a two-year
campus are designed to accommodate that type of traffic
and lifestyle. With the rapid increase in the traditional
age population and the positive correlation between
engagement and student success (CCSSE, 2008}, it would
behoove community college administrators to rethink how
space should be utilized over the coming decades. Despite
the economic conditions, it is possible to begin these
discussions to provide ample time for input from all who
wish to be involved.

Itis alsoimportant to consider the use of non-
traditional spaces as possibilities for promoting the
organization’s principles. In an age where diversity is
rapidly being embraced, the need for cultural and religious
accommodations could be reflected in an institution’s
place. For example, creating a spiritual reflection room
would benefit those who require a private area to meet
religious traditions. If the Policy and Process (these P’s
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will be covered later in the article) to use the area are clear,
multiple groups can benefit. This can also be accomplished
by using a non-traditional space elsewhere on campus such
as a converted modular classroom, the campus quad, oran
area within a student lounge.

Beyond the physical layout, the place or aesthetics of
any institution should reflect an inviting atmosphere which
is aimed to support and enhance the desired principles.
Everything — paint colors, furniture design, signage, walking
distance, etc. —should be considered during planning
orrenovation periods. An institution’s culture is often
reflected in its campus grounds and buildings. Overlooking
the debates of office vs. cubicle, open parking vs. garage,
or closed library vs. open cyber café are not reassuring to
those who seek to find harmony within the “place.” While
funds may be low for many institutions, this is an ideal time
to initiate the dialogue for the future.

Institutional Checkpoint:

1. How do we continue to enhance our Place during this
period of uncertainty?

2. How can our classrooms and meeting areas reflect our
principles?

3. How should we begin or continue planning for small “big
impact” projects?

Policies

The third P represents Policies. While it may seem
pedantic, it is important to begin with the obvious. Every
system is subject to a larger entity which delegates or
prescribes a certain level of operating authority. Large
corporations and non-profit organizations may take their
cues from federal regulations. Small businesses typically
take into account local jurisdiction or state requirements.
For two-year institutions, there is often a combination of
alocal government and state expectations. Nevertheless,
ata minimum, many institutional policies adhere to
local, state, or federal guidelines. The people responsible
for formalizing policy must first acknowledge that the
institution should operate in harmony with any legal
authority prior to establishing any policy. If at any point,
institutional policy conflicts with the guidance of the legal
authority, the latter should always take precedence.
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The policies of the institution — or system —must also
help to clarify decisions that have been made on particular
topics. These policies typically articulate the “what” instead
of the “how” which will be mentioned later under Processes.
The Policies — similar to principles — provide guidance on
how the system should operate in an effort to maintain
order and equity. In an effort to promote the principles, the
policies should be a reflection, not a contradiction, of the
guiding standards. This is often a critical decision point for
many higher education leaders. Despite the fact that the
nation’s colleges and universities are “legal beings,” the
ethos of the organization is a mere reflection of those who
lead them. This challenging period in history is merely an
acid test for institutions that list student success as their
core business. Hence, at a time when many institutions
are “relaxing” policies to allow for additional revenue
streams, this should not be an option at the cost of student
success indicators such as course/degree completion and
graduation/transfer rates.

Itis alsoimportant to note that another aspect of
open communication is to ensure all policies are made
available to and are understood by the people within the
system. Many systems have policies, but often times the
documents are hard to locate and difficult to understand.
Typically tucked away on a senior administrator’s bookshelf
or available at the library’s reference desk, every system
should consider using technology to distribute the
information. Course Content Management systems and
secure intranet capabilities provide new opportunities
compared to the traditional three-inch binder with outdated
pages. Likewise when the people are better informed, better
decisions should be made. Employers should encourage
employees to review the policies on a consistent basis as
updates should also be made on a consistent basis. Those
within the institution will only be able to use the policies if
they have access to them.

Institutional Checkpoint:

1. How are our policies related to other government,
operating, or fiduciary bodies?

2. How do we maintain the relevance of our Policies based
upon the desired outcomes?

3. How do our Policies reflect our values?



THE SEVEN P’s

4. How do we make our Policies available to those
who need them?

Processes

The fourth P represents Processes. As mentioned earlier,
if the policy describes the “what,” then the process describe
the “how.” Similar to the P’s highlighted within this article,
the process should reflect how to operationalize the policy.
Quite often in academe, there is a debate on how policy
is developed. In some institutions, senior administrative
councils make decisions on policy. In others, there is an
elaborate sequence of recommendations flowing between
and among internal constituencies until consensus is
achieved. Irrespective of the policy development, the type
of process used should be grounded in the values of the
institution.

The process should also allow for a demonstrable level of
transparency and relevance.

Transparency will help to aid in
establishing a platform for accountability.
When processes are provided to all who
participate within the community, there
will be an expectation for everyone to
perform based upon the process.

Often in the academy there is an expectation
that everyone knows the process. However, that
assumption creates a breeding ground for mediocrity
and confusion. A clear and open process will create a
socialization opportunity for those who seek to make
valuable recommendation to amend the process. The
recommendations will help to ensure that the processiis
continually relevant. As institutions evolve and adapt to
new conditions, so should the processes that are created.
Technology has helped to catapult many institutional
processes forward over the past several years. Although
technology should not be used to eliminate the need for
human intervention, it can be used to increase efficiencies
and help institutions maintain a level of relevance in this
digital age.

Finally, the process should help to make meaning of
the policy and help the “people” understand their role in

helping the policy to become institutionalized. The power
of the process ultimately rests with the people. Hence,
the amount of resources used to maintain technology
relevance should be directly proportional to the desire

to educate those who will use it. Oftentimes institutions
fail to realize that technology influences our processes
rendering them useful to only one core group — students,
Information Technology staff, administrators, faculty, etc.
This is the point where a learning moment can occur by
using institutional values to guide the design and foster
conversation about everyone’s role in the process. Hence,
technology should be used to support the process and
the citizens expected to fulfill their role. One concluding
example is the process of late registration. While the
technology aids not allowing students to register after

a certain period, the people with responsibility for the
process will act outside of their role and often “sign-in” the
student. Their role should be student success advocate,
butitis exchanged for an enabler role, which results

in lower levels of student success. Once the roles are
understood and carried out, the process should reflect the
values of the institution.

Institutional Checkpoint:

1. Whatis our Process for ensuring the relevance, accuracy
and transparency of our Policies?

2. Why do we do it this way?

3. How does the Policy support the Process?

4. How can this Process become self-sustaining?

Programs

The fifth P represents Programs. A program is a group
of activities that are bounded together by a common goal
or outcome. Programs should be designed to help the
“People” make better application of and connection to the
organization’s mission. Afocused and deliberate approach
will ensure that whatever is experienced resultsina
meaningful learning opportunity. Hence, the value of the
program should not be measured neither in terms of dollars
and cents, nor enrollment, but rather the essence of the
experience compared to the outcomes.

Itis alsoimportant to state that a program can be
formal orinformal. Formal programs typically seek to gain
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buy-in and financial support from leadership entities.
Some institutions utilize a tiered system, wherein an idea
moves from incubation to incarnation and with each step,
the program gains visibility and resources. The decision
points ofteninclude discussions on if it is effective, scalable
and replicable. The benefit of this approach allows fora
thoughtful implementation based on the data obtained
from the prior stage. This provides ample opportunity for
the proverbial “courageous conversations” that should be
present prior to being included in an institution’s budget
on a recurring basis. At the same time, this process may
appear daunting — or even tiring — to some. This group of
people would rather implement a program and market

the concept later. With an understanding that the design
has clear outcomes, the faculty or staff member will

often personally underwrite the cost. Hence, without
release time or any special acknowledgement, an informal
program is implemented to fill a void or complement other
opportunities at the institution.

Finally, whether designed for formal or informal
engagement, the programs should transcend time, place,
orrole (0’Banion, 1996). With the institution’s principles
—orvalues —asits guide, the program created should be
accessible at various times. For example, most community
colleges fulfill this requirement by offering classes based on
student demand. If there is a desire to take a late afternoon
business management class, those responsible for course
scheduling should match the need of the student as long
asitdoes not cause strain to accomplish the mission of the
institution.

The program should not be bound by place.
Technology allows for some programs to be
designed and offered via distance. While
not all programs can be formatted for

use via the web, many have been with the
assistance of a capable on-line curriculum
designer. A program should not be tied to

a specific role or person. As a mobile and
ever changing society, programs should
be designed and packaged so that multiple
facilitators can participate in delivery.
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Institutional Checkpoint:

1. How do we inform our people on the process of
establishing a program?

2. How does ourinstitution assess the scalability or
effectiveness of a program?

3. How should we maintain and provide professional
development opportunities during this period?

Practices

The sixth P represents Practices. Arguably one of the
most influential of the seven, Practices are the subtle and
symbolic elements that help to perpetuate the desired
culture (Bolman & Deal, 2008). This softer side of the Seven
P’s model provides an opportunity to develop tangible
examples to demonstrate abstract values. Institutions
and those who are responsible for them, should take —or
make — the time to celebrate what they value most. While
colleges promote student success in terms of graduation,
course completion and transfer rates, it is quite often the
achievement of attaining enroliment goals which generates
the press release. Aninstitution’s practices should reinforce
its identity, its mission, its ethos. Forit can be disastrously
debated or eloquently echoed, that those in academe would
rather have a handful of quality compared to a truckload of
incompetence. As the people within the institution begin
to grasp the value of their affiliation, this infectious nature
should be shared with others. The students should have
an understanding of the rituals and how they tie in to their
learning experience. Fall Convocation is just one example
of how institutions help students to make meaning of
academic regalia, campus traditions, or historic locations on
the quad. Once learned, each citizen within the institution
will make the information their own and prepare to share it
with others who are interested in joining the institution. An
institution’s practices should be authentic via transparency
and inclusiveness. The goals of each celebration should be
clearlyunderstood to all in attendance and involved. The
relevance of the event or occasion should be shared at the
widest distribution and opportunity for feedback should
be available. These deliberate attempts at maintaining
transparency will increase the opportunity for learning and
involvement. It is equally important that the practices be
available to all groups. Despite the fact that different roles
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exist within an institution, the lines between the roles are
only as visible as the institution makes them. Creating

an activity period — or college hour —is one strategy
institutions implement to allow their people to celebrate
together. Celebrations should be designed to unite the
various groups within an institution; any other visible
demonstration will perpetuate organizational lines and
barriers.

Institutional Checkpoint:

1. How do we demonstrate and celebrate our principles?

2. Why should others — students, potential faculty and
staff —want to be affiliated with our institution?

3. How should we maintain transparency and
inclusiveness?

Progress

The seventh P represents Progress. Those familiar with
the learning-centered literature are well aware of the now
infamous “second question” — How do we know? (0’Banion,
1997). This desire to move from a culture of anecdote to one
thatis informed by data has been widespread throughout
the community college arena.

The final P reminds us that every
decision or idea that has resulted from
our values is subject to change based
on new information. Hence, for those
institutions that are passionate about
the learning-centered journey or data-
informed initiatives (e.g. Achieving the
Dream) should never be enchanted with
good enough in lieu of greatness. An
institution’s progress should be measured
in terms of the quality of the output, not
the quantity of the input (Collins, 2005).

As advocates for seeing the public good of higher education,
institutional decisions must be informed by objective points
of data. All institutional research offices should be provided
the resources to create and maintain a culture of evidence.
Although this P is mentioned last, it should be used in
conjunction with every other P within the framework.

Institutional Checkpoint:

1. How do we promote the use of data?

2. How do we communicate the benefits of data?

3. How should we create and maintain a culture of
evidence?

So as the economy has forced many institutions across
this nation to hit the proverbial “reset button,” one should
call for the question — “What do we do now?” Many have
already responded by reducing faculty and staff, increasing
tuition and fees, implementing energy-saving programs, or
outsourcing high cost services. While this may help to enact
revenue producing or expense reducing strategies in the
short run, history may only reveal that these interventions
set the stage for a larger framework. For those who are
anxious to get started, begin with an open meeting using
the Seven P’s as a framework for the discussion. In closing,
an excerpt from the open letter to those concerned with
the American future that acknowledges “[s]olutions for
the problems [that] were described will require vigorous,
creative, and persistent leadership on campus, in the
community, in the state capitols, and in Washington.. there
is hope, because when the nation has called on colleges
and universities to adapt in the past, higher education has
always responded” (Wingspread, 1993, p. 23-25).
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TAKING CHARGE OF YOUR LEADERSHIP SKILLS
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professional development for post-secondary organizational leaders.
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Attendance of a Foundation Academy is not required to attend the Advanced Academy.

If interested in learning about the Advanced Academy visit us at:
www.chairacademy.com/academyadv/upcoming.html
or contact us at leadershipacademy@chairacademy.com.
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