
 

 
© New Campus Dynamics 2018 – For personal use for your institution only with attribution. No commercial reuse. 

www.newcampusdynamics.com 
1 

 
 

Coaching	Session	002	
5	Ways	to	be	a	More	Effective	Leader		

of	Innovation	and		Change	
 

Welcome to The Advanced Executive Coaching Series for Leaders of  
Innovation & Change. 

 
If you have an executive coach, great.  If not, these free sessions will provide you with activities 
that will help you grow your leadership skills. We invite feedback, questions and suggestions. 
The NCD Team  
  
The goal this week is to find new ways to improve your effectiveness as a leader. Your 
“homework” this week is to create a mini-plan to complete one or more of the following tasks 
and then to track your progress that will make you more effective as an innovation and change 
leader.  Choose the activities that seem most energizing for you. Enlist people you work with in 
sticking to these actions including your support staff and key advisors. 
 
Decide how you would like to work on these five leadership tasks: 

1. Create A Relentless Focus on Vision 
2. Find More Time to Lead (not just manage) 
3. Leverage Delegation and Accountability 
4. Tap the Hidden Talents of Your People 
5. Create Positive Responses to Negative Messages 

 
Task #1: Create A Relentless Focus on Vision 

Having a clear vision is requisite for long term success. The leader’s first responsibility is to 
guide a strategic process for creating it and giving it life.  The forces supporting an improved 
version of the status quo will resist transformative change even when it is essential. It can be 
very frustrating when this process becomes burdened with existing systemic constraints and 
political processes create resistance. The first order of a successful president or successful leader 
is to see that there is a vision for the institution that helps it survive the present and thrive in the 
future. New presidents who decide to spend their first year listening to what everyone thinks 
risks being held hostage to the present.  
 
The vision can’t be just a slogan or a bumper sticker.  It must be a fully described picture of the 
future that positions the institution for success.  It must be something that people see themselves 
contributing to.  It must encourage innovation in service of realizing that mission. In effect, the 
vision becomes your “brand” because it describes what you aspire to create.  Once created, the 
vision needs to drive the strategic plan with its goals and objectives.  The vision must also be the 
thing that inspires people to want to be part of what is being created.  Unless everyone 
understands and supports the vision, it will not be reflected in their actions and your institution’s 
identity will become confused. 
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Compare your institution’s current vision statement with how you would describe your vision for 
your institution in three years if it truly were able to reach its potential.   
 
Step One: CURRENT VISION:  What the institution states as its vision in our strategic plan:  
 
______________________________________________________________________________ 
 
______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

(How detailed is this vision?  How will you know if it has been achieved? Or, is it a broad 
statement that could be used for any institution? Is it compelling? Does it drive action?  If it 
does, that is great. If not, you may want to revisit it.) 
 
Step 2: MY PERSONAL VISION: Describe what you would see if you could actually travel 
ahead in time and see what it looks like and what people are thinking, saying and doing as if you 
are actually there.  Don’t worry if you don’t know how these outcomes will be achieved.  Just 
make sure they are possible and worth the effort. 
 
What I would like to see three years from now that tells me that we have made progress.  What 
do you see?  What are people thinking about your institution?  What are they saying inside and 
outside your school?  What are people doing that is different from today? 
 
______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

_____________________________________________________________________________ 

(Note: While your personal vision may not be the one adopted, it is important that you are clear 
about your own point of view as you engage others in what they would like to see.) 
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Step 3: ACTIONS TO BUILD SUPPORT FOR MY VISION 
What can you do as the leader to create broad understanding and focus on your institution’s 
vision?  How can you make it central to daily life on campus? This involves communication, 
resource allocation, roles and responsibilities, rewards and recognition and more.  If the vision is 
worth working for and people are excited to make it happen, what can you do to support them? 
 
Actions I will take to create a deeper understanding and support for our vision among faculty, 
students, staff, alumni, donors and others. 
 
Communications _____________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________ 

Resource allocation _____________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________

Roles and responsibilities ________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________ 

Rewards and recognition _________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________  

 Other ________________________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

(Note: Whatever the vision aspires to, words and actions must align with it to make it credible.) 
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Task #2:  Make More Time to Lead (not just manage) 

As we have said in the past, organizations are not made to innovate, they are made to operate. 
The daily work of operating your organization will fill all the time available if you let it. If you 
want time to think about the future, to look at emerging trends in the data, to talk with others 
about strategy and to work on your role as leader instead of as manager; you will need to create 
that space. How much time would you like to have just to think about the future? One hour a 
week?  Thirty minutes a day? One afternoon a month?  Do you want that time to be alone or with 
others?  Whatever it is, you will need to plan for it.   
 
You can, for instance, block certain times on your calendar and tell your staff you will be “in 
conference” not to be disturbed unless there is a crisis. You can decide that some meetings will 
be shorter and more efficient or perhaps eliminated entirely. You can create an informal “futures 
group” designed just to explore possibilities.  You can make time to get out and talk to people 
you don’t ordinarily talk to on campus just by walking around. You can invite small groups of 
faculty or students to have lunch with you from time to time. You can certainly use it to plan and 
evaluate progress on the other four tasks on this list. 
 
MY ACTION PLAN FOR MAKING MORE TIME TO LEAD 
 
I will carve out ____________ hours each week/month solely devoted to working on my 
leadership of the future of this organization.  That time will be scheduled just like any other 
appointment. 
 
These are the things I will do to make time for my leadership work.  They include what I will 
stop doing or do differently.  
 

Changes in my Schedule_________________________________________________________ 

_____________________________________________________________________________ 

Changes in my meetings _________________________________________________________ 

______________________________________________________________________________

____________________________________________________________________________ 
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Other_________________________________________________________________________

______________________________________________________________________________

_____________________________________________________________________________ 

 
 
These are the people I will ask to help me make this commitment and keep me accountable: 
 
1.(Exec. Assistant)_______________________  2 (Leadership Team)_____________________ 
 
3: (Trusted Advisor)______________________ 4 (other) _____________________________ 
 
5: (other)_______________________________ 6 (other) _____________________________ 
 
 
This is how I will evaluate the return on investment from my dedicated time on leadership each 
month: 
______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 
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Task #3: Leverage Delegation and Responsibility 

As a leader, your time is too valuable to be doing the work that should be done by others.  To 
fulfill your role as leader, you must delegate everything that can be delegated and then hold 
people accountable for doing those things. A culture where offering help and asking for help are 
hallmarks of collaboration is a favorable feature. But having to rescue projects and performance 
by doing someone else’s work is not.  Leaders need to focus on the big strategies and goals and 
to make sure that their direct reports do not delegate back to them. 
 
Think about the times when you have taken back work that was not completed or completed 
badly by others.  How often have you said, “It’s easier for me to do it myself.”  The effect is two-
fold.  First, editing staff work takes you away from other, more important things.  Second, it 
sends a message that you will accept poor performance from subordinates.  The good news is 
that you only need to worry about your direct reports since it will be their job to manage those 
who report to them. 
 
Actions to support Delegation and Responsibility 
 
Here are tasks I am doing now that should be done by others (e.g., managing people, managing 
projects, communications, meetings, serving on committees, etc.) 
______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

 

Here are persons I need to talk to in order to reset my expectations for their performance.  I 
recognize these may be difficult conversations, but they are necessary to my effectiveness as a 
leader.  I am prepared to hold these people responsible for my new expectations. 
 

1. _____________________________________________________________________ 
 

2. ______________________________________________________________________ 
 

3. _______________________________________________________________________ 
 

4. _______________________________________________________________________ 
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Task #4: Tap the Hidden Talents of Your People 

There are people in your organization who have talents and abilities that could be invaluable in 
executing your innovation and change vision.  There are faculty and staff with deep expertise in 
technology, marketing, human behavior, sociology, and other fields who would be happy to 
volunteer to help develop innovative ideas to address your most pressing issues. There are 
campus counselors and advisors who understand firsthand the issues confronting your students. 
There are statisticians and demographers who can contribute but who are never asked.  
 
People support what they help to create. But if they are not part of the leadership or management 
structure, it is likely they will be overlooked. They may not be leaders, but they can be of 
tremendous service in shaping a strategic change initiative. Identify those people and then 
enlisting them to help with your vision. 
 
ACTIONS TO SUPPORT A TALENT SEARCH 
 
Here is the instruction I will give to the person or office I delegate (e.g., Human Resources, 
Marketing, or Communications departments) to identify campus individuals with special talents 
who are willing to be part of our innovation and change efforts.  I will describe the purpose and 
what the outcomes should look like.  I will delegate the actual design process. 
 
Who should be responsible for overseeing the search? ____________________________ 
 
Who will be needed to Support? _____________________________________________ 
 
Talent Search Assignment including purpose, deliverables, resources and deadlines 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

______________________________________________________________________________ 
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Task #5: Create Positive Responses to Killer Phrases 
Resistance to change takes many forms but most often it is framed as a reasonable objection. 
They provide an easy way to stay in our comfort zones. We sometimes call these “killer phrases” 
because they have the effect of ending exploration of new ideas because they are impractical or 
impossible.  Consider the follow phrases which you may have heard when a new idea is raised: 

§ “We tried that in the past and it didn’t work” 
§ “Everyone is already overworked. There is no bandwidth for something new.” 
§ “There isn’t any room in the budget.  This will have to wait for the next cycle.” 
§ “We should appoint a blue-ribbon committee to study this proposal next year.” 

 
Developing responses to these natural objections is essential to moving your innovation and 
change strategy moving forward. You and your leadership team need to anticipate and be 
prepared for this form of resistance when it appears.   
 
ACTIONS TO SUPPORT POSITIVE RESPONSES TO OBJECTIONS TO CHANGE 
 
Convene a small group to address the issue of killer phrases.  This could be your direct reports or 
other persons you would like to involve in your messaging thinking. 
 
Who will be in my group to explore responses. 
 
1.____________________________________  2. ___________________________________ 
 
3.____________________________________ 4. ____________________________________ 
 
5.____________________________________ 6. ____________________________________ 
 
7.____________________________________ 8. ____________________________________ 
 (Keep group to about eight persons.  Include a variety of perspectives. Can include your direct 
reports but get some new faces involved too.) 
 
Date and time I will convene this group: 
 
_____________________________________________________________________________ 
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Response Group Assignment 
1. Individually write down all of the killer phrases you can think of that are used at our 

institution.  Then share them with your group. 
2. For each objection, decide on a positive response that would meet that objection.  For 

instance: 
§ For “We tried that in the past and it didn’t work” respond, “That’s a good point.  So, 

we need to ask what went wrong then that we need to keep in mind now.” 
§ For “Everyone is already overworked.  There is no bandwidth for something new.” 

respond, “Yes, people are pretty busy.  What can we do to take some things off their 
plate?” or “Yes, people do feel stressed. If we keep doing what we are doing, the 
stress will continue. One of the benefits of this initiative is that we will be able to 
work smarter and not harder.” 

3. Compile and document your work.  Ask someone with graphics ability to create a 
presentation or a booklet so it can be used as a training tool 

4. Create a plan for sharing it with everyone who will be involved.  Use it as a discussion 
starter at meetings. 

 
 
Following Up 
We all have good intentions and sometimes reality gets in the way.  Make it a point to check in 
with someone you trust when you make your plans and then set a time in a month to check in on 
progress. Even if you are the most organized person in the world, it is good to have a deadline 
and someone who will support you. 
 
Let us know how you are doing.  Feel free to write us with your questions or to tell us what 
outcomes you are seeing. Write info@newcampusdynamics.com 
 
 
 


