
A GUIDE TO 

LEADIN 
A CULTURE OF 

TRATE I 

INN VATI 
How College and University Leaders 

Will Shape the Future 



TABLE OF CONTENTS

1 Leading a Culture of Strategic Innovation

INTRODUCTION

SECTION 1

SECTION 2

SECTION 3

SECTION 4

STRATEGIC INNOVATION IS THE FUTURE OF HIGHER EDUCATION

THREE LEADERSHIP ROLES OF STRATEGIC INNOVATION

GAME CHANGING INFRASTRUCTURE: THE INNOVATION HUB

STRATEGIC INNOVATION DOMAINS

Role 1: The Leader as Visionary

What all Higher Education Institutions Have in Common 

The Good News: Disruption Doesn’t Mean Destruction

Role 2: The Leader as Architect

Leaders Must Live Simultaneously in the Present and the Future

Role 3: The Leader as Change Champion

Finding High Value Innovation Opportunities 

Students Affairs Strategic Innovation Domains 

Academic Affairs Strategic Innovation Domains

The Innovation Hub, your most Valuable Strategic Asset 

An Innovation Hub is Home to Adaptive Space

Hub Teams: The Key to Innovation Success

Innovation Hub Leadership Team

6

7

11

26

33

40SECTION 5
NEXT STEPS: THE WAY FORWARD

Rethink Strategic Planning

Engage A Team of Trusted Associates 

Engage Outside Help to Accelerate Change 

Additional Tools and Resources

.

.

.

.

.

.

.

.

.

.

.

.

.

.

..

.



2 Leading a Culture of Strategic Innovation



ABOUT THE AUTHORS

Albert B. Blixt

Albert Blixt has more than twenty-five 
years experience designing and 
implementing rapid strategic change in 
complex organizations. Mr. Blixt is a 
developer of the Whole-Scale ® Change 
methodology. His areas of expertise 
include strategic planning,  process 
redesign and organizational redesign, 
leadership coaching, team development, 
training, culture change and the 
facilitation of whole system change. He is 
the author of four books including being 
co-lead author of Leading Innovation and 
Change: A Guide for Chief Student 
Affairs Officers on Shaping the Future 
(NASPA 2015).

Laurence N. Smith

Laurence N. Smith has been a champion 
of innovation and change in higher 
education for more than four decades as a 
senior university administrator and as a 
national leader in the field. He is emeritus 
Vice President for University Marketing 
and Student Affairs at Eastern Michigan 
University. His lecture series on 
Understanding Changing America and his 
work on executive leadership development 
have resulted in his service on national 
faculties of major professional 
associations in higher education. He is a 
co-lead author of Leading Innovation and 
Change: A Guide for Chief Student Affairs 
Officers on Shaping the Future 
(NASPA 2015).

3 Leading a Culture of Strategic Innovation

©2018 by New Campus Dynamics, LLC. All rights reserved. No part of this publication may be 

reproduced, forwarded (even for internal use), hosted online, distributed, or transmitted in any form or 

by any means, including photocopying, recording, or other electronic or mechanical methods, without 

the prior written permission of the publisher, except in the case of brief quotations embodied in critical 

reviews and certain other noncommercial uses permitted by copyright law. For permissions please 

contact info@newcampusdynamics.com.



EXECUTIVE SUMMARY

or a period of almost fifty years,

Ffrom 1945 until the early 1990s,

higher education was on the 

ascent. These “golden years” saw a 
vast expansion of college attendance. 
Thanks to the GI Bill, community 
college systems, and generous state 
support, college became affordable for 
a new generation of upwardly mobile 
Americans. 

In recent years, however, perception of 
higher education as a public good has 
diminished. Today,legislatures often 
see learning as a private good that 
taxpayers should not support. Over 
the last 25 years, the very definition of 
successful higher education has been 
challenged by demographic, economic, 
and technological changes. 
Unfortunately, the classic structures, 
assumptions, beliefs, and strategies 
that served higher education well in 
good times are the very things that 
make it hard for colleges and 
universities to adapt in a world of 
accelerating change.

Institutional culture tends to preserve 
the status quo and resist change. 
Leaders must challenge that 
resistance. Culture can be shifted to 
become an ally of change – if leaders 
are prepared to do what it takes. With 
that in mind, we outline leadership 
initiatives for college and university 
executives at all levels to employ so 
that these institutions will survive in 
the present and thrive in the future. 

This report has five sections:

§ Section 1 - Strategic Innovation
is the future of higher education.
No single solution will fit the
wide variety of more than 4,000
American colleges and
universities. By exploring why
culture resists change, we show
how college and university
leaders can live simultaneously in
the present and the future by
creating the agility needed to
adapt.

§ Section 2 - The three leadership
roles required for strategic
innovation to succeed. First,
leaders must be visionaries to
help people fashion a compelling
picture of a possible future that
inspires action. The vision will
describe in detail what it will look
like when the campus is
flourishing and meeting the
needs of students, faculty, staff

and others are being met. Next,
leaders must be architects who
can create a roadmap for getting
to the vision. This roadmap is
designed around diverging and
converging meetings, allowing
people of the whole system to
discover possibilities, plan and
test concrete actions in small
groups, and come back together
to share discoveries and plan
new actions. The third role is
that of being a change
champions with advice on how
to support ongoing change
efforts.
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§ Section 3 - Creating an
Innovation Hub to support
Strategic Innovation. The Hub is
a game-changing infrastructure
that builds innovation into the
fabric of the organization. This
section explores in detail the
types of teams needed to operate
an Innovation Hub. Special
attention is paid to the
Innovation Hub Leadership Team
that will oversee and ensure the
effective operation of the Hub.

§ Section 4 – The forces, trends
and developments that inspire
and drive innovation. There are
ten domains that have the
greatest potential for innovation:
five centered around student
affairs and five in academic
affairs. Long-term, cohesive
teams will study each of these
domains, serving as in-house
experts on topics like changing
student demographics,
technology, emerging faculty
roles, and new methods of
teaching and learning.

§ Section 5 - The way forward for

leaders to shift the culture to

support innovation. We explore

the need to rethink strategic

planning as a practice to ensure

that it actually is making the

organization more agile and

adaptive. Leaders must form a

leadership team of trusted

associates to act as a steering

committee for the overall

strategic innovation effort, while

engaging outside experts to

support the culture change effort.

We outline what to look for in

consultants and coaches.

As your college or university develops 

strategies to survive in the present and 

flourish in the future, this document can 

be your guide. With so much uncertainty, 

it can show you how to integrate 

strategic innovation into your culture and 

take advantage of the opportunities that 

await you!
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INTRODUCTION

“Culture Eats Strategy 
for Breakfast.” – Peter Drucker

his quote from management guru 

TPeter Drucker warns us that

institutional culture is the enemy 

of strategy and change. A simple way 
to define culture is “how we do things 
around here.” It describes the unique 
social and psychological environment 
of an organization created by the 
values, beliefs, assumptions, and 
behaviors of the people in it. Culture is 
manifested in how people dress, what 
they say, how they think, and how they 
interact with each other. These 
patterns tend to be very durable. 
Culture can outlast you or wear you 
out if you try to force it to change. 
That is why nearly 70% of all change 
efforts fail.

What if you could shift culture so 
that it was not an enemy but a friend 
of strategy and a driver of change? 
What if people felt ready to live in a 
changing world and embraced the 
challenge of flourishing in it? What if 
people were energized by serving a 
cause larger than themselves? 

This guide illustrates how to build an 

innovation culture that will engage 

your people and help achieve your 

strategic goals. 

Our work on strategic innovation led 
to our book, Leading Innovation and 
Change: A Guide for Chief Student 
Affairs Officers on Shaping the Future 
((NASPA 2015). Since then we have 
been contacted by presidents, 
provosts, vice presidents and college 
deans outside of student affairs who 
wanted to apply these principles to 
drive innovation in their institutions. 
This guide is written for anyone who 
wants to be part of leading the coming 
transformative era in higher 
education. It offers the methods and 
tools to embrace the coming changes 
as a great opportunity rather than fear 
them as a threat. Regardless of your 
role, you can create a model of agility 
for the entire culture, implementing 
innovation in the face of the changing 
landscape of higher education. 
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STRATEGIC INNOVATION IS 
THE FUTURE OF HIGHER 
EDUCATION

WHAT ALL HIGHER EDUCATION 
INSTITUTIONS HAVE IN COMMON

he term “higher education” covers 

Ta wide range of institutions,

agencies, and professional 

associations that provide education and 

services beyond high school. Private or 

public, profit or non-profit, two or four-

year colleges and universities, all are 

characterized by the degrees and 

certificates they award, as well as the 

research funding they attract and public 

services they offer. “Higher education” 

can also include institutions that award 

degrees based on bundling courses and 

credits completed at several different 

institutions.

Institutions are differentiated by their 

Carnegie classifications, percentage of 

faculty PhDs, numbers of faculty who 

are tenured, tenured-track and adjunct 

status, competitive levels of their 

admissions standards, student 

completion rates, location, reputation, 

tuition and fees, size of endowments, 

NCAA athletic divisions, and notable 

alumni, as well as governance 

structures determined by whether they 

are part of a state system, collaborative 

coordinating group, or fully 

independent.

Over the last few decades, however, 

higher education institutions have also 

been distinguished by how, when, and 

where they deliver instruction. This is a 

sea-change, as technology has created 

new possibilities that might allow a 

student to get a degree without ever 

setting foot on campus.

All higher education institutions have 

one thing in common: difficulty 

adapting in times of disruption.

The basic structures of higher 
education have remained unchanged 
for centuries. Colleges are by their 
nature grounded in tradition, guided 
by underlying values that make them 
self-perpetuating. This creates a 
bulwark, allowing them to ride the 
waves of both good and bad times. 
However, this bulwark makes 
institutions resistant to change.

True change isn't simple. Solutions 
need to span divisions, colleges, 
departments, governance structures 
and self-interests. Leaders are under 
pressure from outside stakeholders 
including legislators, alumni and 
athletics fans. The landscape is littered 
with companies and organizations that 
failed to respond to disruptive forces, 
thinking their present outstanding 
success would protect them. By the 
time they reealized they had to change 
to survive, it was too late.
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“Change or die,” the saying goes. 

This does not mean change for 

cosmetic purposes, or change for 

change's sake. This is necessary 

adaptation to disruptive events or 

trends. Failure to change and adapt 

means failure to take advantage of 

opportunities provided by modern 

innovation.

THE GOOD NEWS: DISRUPTION 
DOESN'T HAVE TO MEAN 
DESTRUCTION.

Creating innovative solutions for 
disruptions in higher education is a 
necessary strength. There is no one-
size-fits-all solution. Each college and 
university must innovate and change in 
a way that is best for its own individual 
situation. None of these changes will 
occur overnight, but the new patterns 
that emerge will be the best ones to 
respond to the powerful energy 
released by current and future 
disruptive forces.

Some new institutions will emerge 
focused on specialized missions and 
visions. Some will persist as centers for 
first-time students who want that 
traditional 20th century campus-based 
experience. Others may become totally 
research-focused, having only students 
at the graduate level.

And some institutions, those unwilling 
to change, will disappear entirely.

Successful 21st century higher 

education institutions will survive in 

proportion to their ability to become 

more agile and adaptive, in order to 

move between bureaucratic and 

nonlinear organizational structures. To 

ensure survival, leaders must develop 
systems perspective as an expanded, 

centralized, and integrating  
organizational force.

Colleges and universities will be called 

upon to provide a comprehensive array 

of new services and initiatives that will 

ensure institutional success, success 

predicated on letting go of the 20th 

century model of higher education and 

instead creating models that focus on 

current and future student generations.

For more, visit the NCD website 
executive briefing: What Will Your 

Legacy Be When Disruption is the 

Name of the Game?

“A great leader takes people
where they don't necessarily 
want to go but ought to be.
In going against the tide, a 
leader will sometimes boost 
rather than undermine his 
or her credibility.”

– Former First Lady Rosalynn

Carter
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LEADERS MUST LIVE 
SIMULTANEOUSLY IN THE PRESENT 
AND IN THE FUTURE.

The future arrives, not all at once, but 

piece by piece each day. Because of this, 

it's easy to ignore disruptive changes.

Yet, for college and university leaders 
who see the future coming, not dealing 

with these changes can gnaw at their 
sense of well-being, keeping them 

awake at night. 

Clearly, hope and denial are not viable 

strategies. Your goal must revolve 

around being a steward of the present 

while also becoming a student of the 

future. Social scientist and futurist 

Ronald Lippitt often noted that “the 

present is not the future, but the future 

is in the present.”

The debate is how to confront the future 

when there is hardly time and energy 

enough to deal with daily pressures that 

require immediate attention. Managing 

the day-to-day business of turning 

resources into results can be a full-time 

job if we let it.  The urgent demands of 

today can crowd out the important work 

of preparing for tomorrow. 

The difference between being a 
great manager and and great 
leaders is whether your focus is on 
today or tomorrow. Chief executives 

need to balance leading, managing, and 

administering. Leading - preparing for 

the future - is your most important 

role. This is true whether you are 

president, provost, vice president, dean 

or department head.

For more, visit the NCD website 
executive briefing:

5 Traps to Avoid When Balancing Roles 

of Leading and Managing
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o be strategic in helping your

Tinstitution adapt to the demands

of tomorrow, you must assume 

 three key roles. These are Leader as 

Visionary, Leader as Architect, and 

Leader of Champion for Change.

ROLE #1:
THE LEADER AS VISIONARY

Vision is Imagining a Preferred Future.

YOU CAN'T PREDICT THE FUTURE. BUT 

YOU CAN TAKE STEPS TO INVENT IT. 

Too often our perception of leadership is 

based on the Hollywood movie heroes: 

“They may take our lives - but they will 

never take our freedom!” The reality is 

that you don't have to be charismatic or 

heroic to lead your organization. And 

you can't do it alone. A leader is, simply, 

someone with a destination in mind who 

inspires others to join in the journey.

So success begins with vision. It's up to 

you to create a vision that will guide and 

motivate the kind of innovation and 

positive action you need. Vision is 

creating a vivid picture of possibility 

that can be described as a preferred 

future. It is based on creating a shared 

context that also takes account of the 

past and the present. 

“So the job of preferred 
futuring requires that we 
examine the data of the 
past, present and the forces, 
trends and developments 
(FTDs) going on around our 

world, community, 
organization and personal 
lives. Then we use these data 
to imagine and envision 
images of the future that we 
prefer, not limited by 
presently perceived 
frontiers, yet triggered by 
the realities of the present 
and emerging technological 
situation. Then we take that 
commitment to preferred 
and prioritized images and 
move toward intentional 
action by preparing a goal-
and-action implementation 
plan which will make 
optimal use of the human 
and technological resources 
of the organization.”

THREE LEADERSHIP ROLES 
OF STRATEGIC INNOVATION

12 Leading a Culture of Strategic Innovation

VISION: CREATING A PREFERRED FUTURE

Professor Ronald Lippitt coined the phrase 

“preferred futuring” to describe this 

process in this way: 



One of the great challenges of creating a 

vision is generating pictures of 

possibility without coming to closure 

too quickly. Remember the ancient 

saying: “The beginner sees a thousand 

possibilities while the expert can see 

only one.” The work of the leader is to 

first open the team to creating possible 

scenarios, and then to come to closure 

together on the most important 

priorities.

BEGIN BY FORMING A “FUTURES WORK 

GROUP”

While eventually it will be essential to 

engage people from across the whole 

organization in thinking about the 

future, first you need to form a “Futures 

Work Group.” This is a collection of 

leaders whose commitment and support 

is necessary to implement your strategy. 

The purpose of this group will be to 

develop a draft vision that others can 

react to while doing creative strategic 

thinking as a team. The group can 

include both formal (positional leaders 

and informal (influential) leaders. The 

work group might include ten to thirty 

individuals who represent different 

levels and functions either at the 

divisional or institutional level. 

The work group might begin with the 

president and the cabinet, or a vice 

president and her/his direct reports. It 

can then expand to include other voices 

to bring added perspective to the work. 

The charge of this work group will be to 

study the current situation, identify 

challenges and opportunities, and then 

propose a vision statement that creates 

a vivid, realistic, and inspiring picture of 

the future. The group may also suggest 

where the organization needs to focus 

its efforts in order to move toward that 

vision.

As the leader, it is your job is to convene 

and support futuring activity in a way 

that engages a diverse range of 

stakeholders to create a fully detailed 

future scenario while building support 

for the planning that will be needed. 

The most vital part is the level of 

engagement these futurists have. 

Ownership of an idea needs to belong, 

not to you, but to everyone. That gives 

everyone a stake in implementing your 

vision. One of our mantras is, “People 

support what they help to create.”
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LOOKING BACK: UNDERSTANDING THE 

DISRUPTIVE FORCES OVER THE LAST 

THIRTY YEARS THAT HAVE MADE THE 
TH 20 CENTURY MODEL OBSOLETE.

To envision all possible futures, it's 

important to know where you've been. 

In his book Remaking College, Mitchell L. 

Stevens observes that, while “the higher 

education system many of us grew up 

with built between 1945 and 1990 was 

the largest and most productive higher 

education system in world history…there 

can be little doubt that this golden era is 

over.” His evidence for this includes:

Ÿ  Erosion of state government

support, resulting in a major

increase in tuition and fees and

a shift of support to families

through government subsidized

loans. This leads to a general

agreement that attending

college has become too

expensive.

Ÿ The fact that a twentieth-

century approach “tends to

privilege four-year residential

education at research

universities and liberal arts

colleges as the ideal

expressions of higher

education.” This ignores the

reality that community colleges

“are the workhorses of U.S.

higher education, serving most

of those who attend college

and coalescing the academic

activity of countless towns and

regions.”

Ÿ Traditional-age students are a

“shrinking minority of the

overall college-going

population” and “academic and 

policy discourse organized on 

the presumption of such 

students misrepresents 

reality.”

Ÿ Though demand for higher

education is stimulated by

global competition for college- 

educated workers, “whether

those services will be bundled

in a package called the

traditional college

experience—on physical

campuses, with dormitories,

full-time enrollment

requirements, and spectator

sports—is an open question.”

Most important, Stevens warns that the 

“future of U.S. higher education will be 

constrained if we continue to use 

terms, priorities and conceptual 

models developed by education 

researchers in the twentieth century.” 

Those current models are “incapable of 

capturing the organizational fertility, 

variety and turbulence of the current 

historical moment.”

This theme, the demise of bureaucratic 

structures, is echoed in the November-

December 2018 edition of the Harvard 

Business Review with articles like: 

Managing Organizations: The End of 

Bureaucracy; Leadership: Unite Your 

Senior Team; Analytics: Better People 

Analytics; Operations: Reinventing 

Customer Service. The core idea of 

every one of these articles is that 

bureaucracy “saps creativity, 

willingness to take risk, and 

productivity.” By doing so, it also 

strangles innovation and change.
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NEW ORGANIZATIONAL FORMS THAT 

HELP SHIFT THE CULTURE

A new organizational form is challenging 

the traditional bureaucratic model. This 

new form is based on networks instead 

of pyramids. It is not yet clear exactly 

what the new organizations will look 

like, as each institution must find its own 

solution. However, some specific factors 

point the way to how those structures 

will look. As a leader, you must take 

account of the following changes:

• The move from bureaucratic to

entrepreneurial organization

structures

• New teamwork-style leadership

for managing innovation and

change

• Value-orientated leadership in

creating and sustaining high-

performance commitments

• Bridge-building as an increasingly

common practice to span

organizational boundaries

• New modes of internal and

external communications based

on artificial intelligence and real

time data

• Increased prevalence of change-

fatigue and work overload

• Increasing competition for

resources

• Shifting roles and styles in

leadership, management, and

administration

 As a leader, you need to make the 

connection between how people will 

operate best in the new preferred 

future and the structures and forms 

that will either help or hinder their 

work. If form follows function, it is also 

true that form can guide function. In the 

next section we will look at how the 

essential role of architect fits into the 

leaders skill portfolio. 

For more, visit our executive briefing: The 

Good News and Bad News about 

Innovation on Campus

“Leaders don't make plans. 
They don't solve problems. 
They don't even organize 
people. What leaders really 
do is prepare organizations 
for change and help them 
cope as they struggle 
through it.”

– John Kotter, Change Guru
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Role #2
THE LEADER AS ARCHITECT

If Change Is A Journey, the Leader is the 

Map Maker

They say every building is built twice, 

once in the mind of the architect and 

once by the hand of the craftsman. The 

plan for a new house will not only show 

where the walls and windows will be, 

but also take account of how it will be 

built and who will build it. And the best 

architects never forget who is going to 

live in that house.

The same is true of your vision of the 

preferred future. Once your vision is set, 

it's up to you to lead the process of 

designing the implementation, and to 

specify how people will be engaged to 

make the necessary changes. This is 

where the inertia of bureaucracy can 

bog you down. 

Fortunately, there is a framework to 

guide you through this process. 

THE CONVERGE/DIVERGE MODEL: A 

FRAMEWORK FOR DESIGNING THE 

JOURNEY

The Converge/Diverge Model illustrates 

the basic form of the change journey. It 

represents a flow that integrates the 

individual, small groups, and the whole 

organization to expand system 

knowledge (diverge), combine their 

multiple perspectives (converge), test 

possibilities (diverge), and make 

systematic decisions (converge). 

Converge/Diverge Model

In the flow of convergence and 

divergence, large-group events 

accelerate the change by uniting people 

around new knowledge gained from 

individual and small group experience. 

Bringing people from different levels 

and functions together expands the 

thinking of the group. When those 

people go back to their local work group, 

they carry that expanded perspective 

with them. In this way, a microcosm can 

carry the message of change back into 

the organization. In the larger group, 

people can also make decisions that will 

move the process faster and allow 

people to take “local” action. 

The Converge/Diverge Model can be 

used to design a “change roadmap” for 

any kind of change initiative. Here is a 

generic example of a year-long major 

change initiative at the university level.
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In a real-life application, this kind of 

map is presented to the people of the 

organization at some point as a draft. 

At each step, the draft plan is reviewed, 

and input received. Other support 

teams may be identified to provide 

logistical, research or other support. 

The change roadmap must be 
regularly adjusted. Milestones and 

timetables will change based on what 

is actually happening. This means you 

and your leadership team must 

monitor and support the effort, 

communicating regularly with the 

people doing the work. 

This may sound daunting, but there is 

an inherent benefit to your position in 

this network: you are now in direct 

contact with the change leaders and 

decision makers in every department 

across your institution. That can only 

benefit the implementation of your 

vision.



THE BARRIER TO STRATEGIC 
INNOVATION: THE DEVASTATING 
POWER OF “NO.”

The term “bureaucracy” was coined 

roughly two centuries ago by a French 

satirist, combining the French word 

bureau (desk or office) with the Greek 

word kratos (rule or political power). 

From the first, it was meant as a 

pejorative.

That changed when John Stuart Mill 

posited that bureaucracies have certain 

advantages, most importantly the 

accumulation of experience in those 

who actually conduct the affairs. But it 

was Max Weber who listed qualities of a 

bureaucracy he found attractive:

• A hierarchical organization

• Formal lines of authority (chain of

command)

• A fixed area of activity

• Rigid division of labor

• Regular and continuous execution

of assigned tasks

• All decisions and powers

specified and restricted by

regulations

• Officials with expert training in

their fields

• Career advancement dependent

on technical qualifications

• Qualifications evaluated by

organizational rules, not

individuals

These qualities form a power pyramid, 

with the most power existing at the top. 

Little wonder that Mill likened it to a 

monarchy. 

Since Mill and Weber's day, however, 

much has changed. Today's employees 

are skilled and adaptable, not illiterate. 

Competitive advantage comes from 

innovation, not sheer size. 

Communication is instantaneous, not 

tortuous. And the pace of change is 

rapid, not glacial.
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All of this is threatening to bureaucratic 

order. And when threatened by new, 

disrupting ideas, bureaucracy retreats to 

its favorite word: “No.”

There is nothing so easy to kill as an 

unproven idea. As renowned animator 

Chuck Jones observed in his 

autobiography Chuck Amuck, “Anybody 

can crush an infant idea with a cement 

NO!”

Bureaucracy will not go without a fight. 

Bureaucracy is resistant to change 

because it is designed to be self-

perpetuating. With its clear lines of 

authority, specialized units, and 

standardized tasks, bureaucracy feels 

orderly and traditional. It's also 

comfortably familiar, varying little across 

industries, cultures, and political 

systems.

All of this empowers managers at every 

administrative level to say no to a new 

idea, thereby killing it off. After all, 

change threatens their authority and the 

established order.

So how can you encourage them to say 

yes instead? By getting them to 

acknowledge the challenges they face, 

and by helping them buy in to the 

solutions.

GETTING FROM NO TO YES: THE 
DVF CHANGE MODEL 

Think of organizational culture that 

resists change as a form of inertia. The 

organization will continue in the 

direction it is going unless some force 

causes it to change direction. That is, 

people will continue doing what they 

are doing unless they have a reason to 

do something differently. 

People change at different speeds and 

for different reasons. Resistance 

manifests itself differently in each 

situation. It can be active or passive, 

driven by apathy, denial, fear, or the 

desire to follow tradition and past 

practice. Much of resistance is systemic 

inertia with many constraints built in 

(think budget cycles, approval processes, 

endless committees, etc.). 

Here's a simple model to help 
understand how to overcome 
resistance to change:
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In order to over come Resistance 
three factors must be present:

• Dissatisfaction with the present 
state (shared data)

• A Vision of the future that is 
energizing and compelling. Both 
the Dissatisfaction and the 
Vision must be public and 
shared.

• Actionable First Steps in the 
direction of the change.

Note that the formula requires that 
the factors be multiplied together. If 
any one of the three is zero, then the 
product will be zero. On the other 
hand, a very large “D” (think crisis 
situation) will motivate even if the “V” 
or “F” are not that large. The more 
compelling the case for change; the 
more inspiring the picture of the 
future; and the more well defined the 
first steps, the more likely that the 
change effort will succeed. 

One thing is always true: people will 

support what they help to create. The 

journey of change requires planning, 

patience, and persistence, and every 

step in the journey involves groups 

working together. Whether it is a 

divergent or convergent meeting, to 

advance on the journey, each encounter 

must be thoughtfully designed. 

Each and every meeting should have 
an agenda. That agenda must include 
1) a well-defined purpose statement 
and 2) desired meeting outcomes. The 
DVF Change Model can be used to 
design your meeting. Identify 
dissatisfaction; seek agreement on the 
vision of what needs to be 
accomplished. Finally, decide on what 
next steps are needed. 

For more, visit the NCD website 

executive briefing: Three Immutable 

Truths about Resistance to Change (and 

What to Do About Them)
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A DIVERSITY OF STUDENTS 
REQUIRES A DIVERSITY OF 
SOLUTIONS.

In tomorrow's campus we will see as 
many as five generations represented 
among students, faculty, and staff. 
Generational differences among 
students will define their expectations 
for the college experience. And those 
students will be taught and receive 
services from multi-generational 
employees who also have significant 
differences in how they value the 
student experience.

During the coming decades, higher 
education will be the critical resource 
for the United States to remain a 
successful, thriving world leader and 
competitor. As the need for higher 
education intensifies, how it is 
organized and delivered will 
dramatically change. But one thing will 
remain constant: the need for 
students.

After all, without students, there will 
be no higher education. 

So, whether it's emerging institutions 
or those transforming themselves to 
be relevant, all successful higher 
education

institutions will have one thing in 
common: they will offer services that 
attract students to enroll, persist, and 
achieve their educational goals.

Students seeking higher education 
represent vast differences of goals and 
preferences. Those goals and 
preferences will determine which 
institutions they attend and the 
credentials they seek. There will 
continue to be first-time-in-college 
students coming right from high 
school. There will be residential 
students, commuter students, transfer 
students, national students, and 
international students. There will be 
students with course credits from 
multiple institutions, graduate and 
professional degree seekers, adult 
students now ready for college, 
returning adults who were stop outs 
or drop outs now back seeking new 
skills to retool for the new workplace. 
There will even be retirees and others 
who seek to enrich their lives by 
becoming leisure learners.

Research on Millennial/Gen Y and 
Generation Z students already 
identifies major changes in what they 
are seeking in their college experience 
and in how higher education prepares 
them for future success. There are 
also growing predictions about 
Generation Alpha, the first generation 
of future college students all born in 
the 21st century. They will be the first 
student generation to embrace a 
perspective seriously altered through 
their exposure to massive changes in 
technology, many unforeseen at 
present, that will impact not only their

“In today's rapidly 
changing environments, 
lack of agility is the kiss of 
death.” 

- Michael Arena, Adaptive
Space
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educational experience but all aspects 
of their life.

These differences will not only emerge 
from Generation Alpha's familiarity 
with major technological shifts, but 
also from:

• Intensified disruptive forces, both

nationally and globally

• Advances in other emerging
technologies

• Changing political, economic and

social forces

• Dramatic shifts in demographics.

Consider the massive changes 

projected in just the area of Artificial 

Intelligence, or the merging of the 

physical and virtual worlds, or any 

other breakthrough technologies that 

Generation Alpha students will grow 

up with. These students will 

increasingly enter higher education 

with learning patterns and 

expectations that reflect a major shift 

from those of preceding student 

generations. Being in sync with this 

generation will require steep learning 

curves for all college and university 

personnel.

Disruptive forces that gather speed 

and strength require new mindsets for 

understanding and harnessing them as 

they will reshape the higher education 

landscape and life at large regardless 

of where people live in the world.

Your work as a leader is to ensure 
that your institution is prepared to 
make a positive difference in the 
lives of its students nd others 
whom it serves.

ROLE #3
THE LEADER AS CHANGE CHAMPION

The True Test of a Leader Is Whether People 

Will Follow Willingly and Without Coercion

LEADERS BASE STRATEGIC INNOVATION 

ON MISSION & VISION CLARITY.

As a leader, your ambition, courage, 

and vision will determine the road map 

for your preferred future. As John 

Steinbeck writes in his book Travels 

with Charley, “You don't take a trip, a 

trip takes you.” The pathway to the 

future requires flexibility, 

determination, and courage. Survival 

depends on innovation and change. 

From Lewis and Clark's journey to 

putting a man on the moon, this has 

always been true.

This means broadening the definition of 

your role at your institution. Start your 

journey by reinterpreting your mission to 

make sure it covers all students. 

Institutions are already beginning to 

sharpen focus not only on what they 

teach and how they teach; but also, who 

they teach. 

Successful leaders in all industries will be 

those that have acquired deep knowledge 

about their customers/clients/patients/

members and have the ability to connect 

with them regarding their experiences. 

Evaluations of service delivery, 

product quality, participation, and dozens 

of other facets are 

continuously analyzed. 
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This leads to continuous improvement 

by identifying developing trends, 

successful marketing, and overall 

consumer satisfaction.

Applying these principles to higher 

education, it makes sense to have 

actionable data that answer questions 

like:

Ÿ “Do you find our campus

welcoming?”

Ÿ “Do you have access to the

resources you need?”

Ÿ “Are you making progress toward

your goals?”

Ÿ “Do you plan to stay through

graduation?”

Ÿ “How can we best keep in touch

with you?”

These  questions and others like them 
undergird staying successful in highly 
competitive environments. As a starting 
place, reshape and extend your 
initiatives, programs, services and 
activities to all of your students. 
Administrators, staff, faculty and even 
student workers need to recognize they 
are all responsible for student welfare 
and for each other's welfare as well. As 
painful as it can be, reallocation of 
human and fiscal resources is often 
required. 

Prepare yourself to lead first, then 
encourage others to pursue the the 
vision. Whether students are  
undergraduates, graduates, or 
professional degree seekers; whether 
enrolled full-time in campus-based 
courses, or a full-time on-line student, 
you should be the person responsible 

for maximizing the quality of their in-
class and out-of-class experience.

SECRETS OF SUCCESSFUL CHANGE 
CHAMPIONS 

Perhaps the most critical role of the 
leader is in engaging people 
throughout the change process. From 
years of experience, we have learned 
that leaders benefit from embracing 
the following advice:

Be Visible: As leader of the change, 
you must make it clear that the vision 
is your priority. Communicate your 
passion and commitment 
continuously. Get out of your office, 
talk to people. Let them hear from you 
that this is not some 'flavor of the 
month' that will be soon forgotten. 
Leadership is not something you can 
delegate. 

Build Teams: This change effort will 
require different kinds of teams. First, 
a strong leadership team to help you 
manage the change process. This 
group must take collective 
responsibility for the work, which will 
be new for those used to staying in 
their functional silos. You also need 
support teams to handle 
administrative tasks of planning 
meetings, creating communication 
channels, providing training, and 
measuring results. Some of these 
teams will exist only for a short time, 
while others will be merged into the 
permanent organizational structure. 
Wherever possible, make use of 
existing committees, teams and roles 
rather than inventing new ones. Make 
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it a point to see that teams have 
charters with an established process  to 
measure and reward their 
accomplishments.

Create Connections: While you have an 
important responsibility to 
communicate with people, it is just as 
important that they communicate with 
each other. Create opportunities, both 
formal and informal, for people from 
across the organization to share ideas, 
plans, and to celebrate success 
together. This might mean an 
occasional town hall meeting, a special 
web page that people can post to, or 
some other mechanism to let people 
see that change is happening and how 
they can contribute to it.

Set Boundaries and Expectations: 
There are boundaries in the change 
effort and you need to make them clear. 
Make sure you define roles and 
responsibilities in ways that encourage 
collaboration, not conflict or 
competition. Let people know what 
authority they have to make decisions 
and spend money. Make clear what is 
expected of each person, team, and 
functional area. One way to do that is to 
make change goals part of performance 
evaluation. Another is to embed roles, 
responsibilities, and expectations into 
team charters.

Support Intelligent Risk Taking: You 
won't get breakthrough change if 
people are afraid to take chances. Make 
it clear that you will support intelligent 
risk taking, but that it is not a license 
for recklessness. Discuss what kinds of 
risks are acceptable, and how to 
prepare for and use failure. That means 
that everyone should have thought 
about alternatives, risks, and rewards 

for any action, and have a “plan B” to 
fall back on. Sharing stories of courage 
in risk taking is important. When the 
bad news comes, don't shoot the 
messenger.

Expect Setbacks: It won't be smooth 
sailing. There will inevitably be delays 
and false starts. Teams will be late 
getting started because they can't find 
time to meet. Some crisis or another 
will get in the way. You will discover 
that people need more training or 
direction or time than had been 
planned. Getting off track is not the 
problem. The problem is not being 
ready and able to get things back on 
track when setbacks occur. 
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Celebrate Success: What gets people 

excited and motivated is seeing that the 

change is working. Create ways for 

people to experience both early and 

later successes, even small ones. 

Recognize individuals and teams that 

are doing a great job. Create 

opportunities for people to take credit 

for their innovations. Praise the work of 

everyone who contributes. A personal 

“thank you” from the leader can mean a 

lot to someone on the front line. It is 

also important to remind everyone of 

how far the organization has come as 

the weeks and months go by. It's all too 

easy for your staff to be so caught up in 

the day-to-day work that they simply do 

not notice that things are better because 

of this change initiative.

Stay the Course: Leading and managing 

change is a race that never ends. Know 

that your primary role from now on is to 

keep people focused on the challenge of 

creating the future. Don't let the 

distractions of day-to-day crises, 

institutional politics, or your own need 

to retreat to your comfort zone keep you 

down for long. Your long-term success, 

and the success of your organization, 

demands that you be a visible, 

passionate, and courageous leader, even 

on days when you don't feel like it. The 

rewards you get back will be enormous.

For more, visit the NCD website
blog post: 

Communication Failure will Sabotage 

Your Change Efforts: How to Avoid it

http://newcampusdynamics.com/session-001-communication-failure-will-sabotage-your-change-efforts-how-to-avoid-it/
http://newcampusdynamics.com/session-001-communication-failure-will-sabotage-your-change-efforts-how-to-avoid-it/
http://newcampusdynamics.com/session-001-communication-failure-will-sabotage-your-change-efforts-how-to-avoid-it/
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THE INNOVATION HUB – YOUR 
MOST VALUABLE STRATEGIC ASSET

eading innovation and change

Lrequires creating an infrastructure

that supports those processes. 

  Therefore, having a game-changing 
infrastructure is an institution's most 
valuable innovation asset. As we noted 
in our book Leading Innovation and 
Change, “by the very nature of their 
leadership role and administrative 
purview, senior executives have 
flexibility to create sustaining and 
disruptive innovations to improve not 
only their own domain, but also the 
student experience.” 

To build this infrastructure, you must 
create an Innovation Hub. 

An Innovation Hub is as much an idea as 
it is a place. It is the forum for 
convening divergent inquiries that lead 
to new ways of identifying, 
understanding, and addressing 
challenges and opportunities. The Hub 
must be both science and art, data-
driven as well as creative. The Hub 
requires a core constituency, but must 
also draw in relevant stakeholders 
throughout the campus, keeping them 
involved and well informed about what it 
is working on and issues surrounding its 
work. Involvement and communications 
efforts are its core functions. 

These are supported by continuous 
documentation of its work and 
outcomes. 

The leader of the Innovation Hub must 
make certain its members realize that it 
is advisory, not the final decision-
making group. They must also 
recognize that innovation and 
implementation are separate tasks, and 
that excellence in one area does not 
necessarily imply strength in the other. 
Their job is to propose and define 
possibilities and defend their adoption. 
The actual change effort to implement 
the innovation that will transform the 
work of a particular unit or division may 
require a different team structure and a 
new charter for its success.

One note of caution: The current 
professional literature makes frequent 
references to “innovation hubs” or 
“innovation centers”. These initiatives 
are, in fact, designed to encourage 
faculty and students to create viable 
products and services for sale in the 
marketplace. It is important to 
distinguish commercial innovation from 
institutional innovation. There is a 
place for innovation in both of these 
settings, but they should not be 
confused. What we are outlining here is 
a Hub where the “product” is improved 
student outcomes and a more agile and 
responsive institution, a great place to 
work and study. 

GAME-CHANGING INFRASTRUCTURE:
THE INNOVATION HUB
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AN INNOVATION HUB IS HOME TO 
ADAPTIVE SPACE

What we have called an Innovation 
Hub, Michael Arena, Chief Talent 
Officer of General Motors, has referred 
to as “Adaptive Space.”

“Adaptive Space is, quite 
simply, the freedom for 
ideas to flow into and 
throughout an 
organization. It operates 
as a sort of free trade 
zone for ideas within 
large complex 
organizations… Adaptive 
Space enables 
organizations to be 
positively disruptive, so 
they can control their 
own destiny before 
someone else does. It 
facilitates the 
connections found 
throughout the 
organization into the 
more formal operational 
system.” 

The Hub concept is best presented as a 
campus-wide initiative to enrich the 
experience for all aspects of the 
institution. It is important to involve 
faculty, students and staff from 
throughout the campus and even the 
community in the Hub's innovation 

initiatives. The Hub will need to be 
staffed, resourced, and have designated 
space for its operations. If new funds 
are not available, reallocation of 
existing resources will be necessary. 
This will be difficult to do since most, if 
not all, colleges, divisions and 
departments are locked into 
bureaucratic, silo mentality. Decisions 
for reallocating resources are often met 
with resistance and hostility. Any 
failures during the year may be 
attributed to the reduction of funding. 

As a result of this tendency, we have 
found that the initial effort requires 
that you impress upon your leadership 
team that innovation and change is the 
key to short and long-term success. 
Your Innovation Hub will help the 
institution survive the external 
turbulence pressing for change, while 
also finding success against internal 
resistance to change.

HUB TEAMS: THE KEY TO 
INNOVATION SUCCESS

Teams are the key features of the 
Innovation Hub. The Innovation Hub is 
really a network of related teams 
working together to reshape the future. 
In addition to permanent staffing, Hub 
team members are appointed on a 
rotating basis as their talents and 
interests are needed. They will serve, 
not as a representative of their 
respective area, but as valued team 
members for advancing the innovation 
process. Their assignment to the Hub 
should be an integrated part of their 
ongoing workload, not a voluntary 
committee assignment. 
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All institutional areas that may be 
impacted by the innovation should be 
involved as key stakeholders in the 
implementation of the Hub. The Hub 
must also seek involvement from others 
in the campus community and the larger 
community who might be interested in 
serving as team members or as 
advisors/consultants to the innovation 
process.

Hub team members and advisors work 
on two kinds of innovation: Sustaining 
Innovations and Disruptive Innovations. 

Ÿ Sustaining innovations improve
the status quo and help with
efficiency and effectiveness.

Ÿ Disruptive innovations (or, if you
like, breakthrough innovations)
help the organization transform
itself when current structures and
processes are no longer getting
results.

Even though these are divergent focal 
areas, together they represent the need 
to pay attention to both short-term and 
long-term innovation. Keep in mind that 
a successful Hub must generate 
initiatives and ideas that can be 
implemented and measured in the 
short run. Therefore, sustaining 
innovations that make things better in 
weeks or months will be essential even 
while breakthrough transformational 
changes may take years.
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The Hub employs a variety of teams 

organized to do its work:

• Hub Leadership Team: This
permanent team guides Hub
operations, reporting to you or
your designate. The leadership
team oversees and directs the
work of the Hub, organizing and
chartering other teams for the
Hub. It provides direction and
resources that allow the
development of innovative ideas
into actual projects that can be
tested and readied to take to full
scale implementation.

• Domain Teams: Domain teams
report to the Leadership Team and
work together to provide ongoing
scanning of the internal and
external environment. These
teams are charged with
researching trends that impact
innovation and serve as in-house
experts.  For example, a team may
become expert on changing
student demographics to better
understand how to attract
enrollees. Think of domain teams
as ongoing groups that study the
literature, visit other campuses,
and search outside of higher
education to become experts on
their subject. Members of domain
teams both advise and participate
in the work of ideation sessions
and the work of other teams.

• Futures Team: This is a team
devoted to identifying long-term
disruptive trends that will require
transformative change for the
institution to adapt. The Futures
Team supports Domain Teams by
looking at emerging trends.

trends. This team scans the 
horizon continually to identify 
potentially disruptive 
developments and ways to 
anticipate their impact on the 
division and the university as a 
whole. Its work is critical in 
helping to identify longer-term 
strategic trends and potential 
innovations before they have a 
major impact that will trigger 
reactive solutions. 

• Change Teams: One or more
teams are charged with turning a
sustaining innovation idea into a
viable project proposal. This work
identifies the processes, programs,
and services that can be conducted
more effectively and efficiently. The
sustaining innovation process will
identify and analyze what current
real problems exist, their root
causes, who will be affected by the
sustaining innovation, and what
the innovation's end results will be.
The team evaluates feasibility,
tests concepts on a small scale,
and recommends further action.
These teams report to the Hub
Leadership Team

• Documentation/Communication
Team: This team is responsible for
documenting and communicating
the work of the Hub across the
institution. This team reports to
the Hub Leadership Team and
employs appropriate channels of
communication to reach faculty,
staff and students as appropriate.

• Logistics/Administrative Team:
This team supports the Hub
Leadership Team and helps
organize meetings and events.
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All Teams need a clear charter defining 
their roles and responsibilities. A 
charter is the written document that 
defines a team's purpose, authority, 
objectives, time frame, and deliverables. 
Creating the charter is the first step for 
successful launching, monitoring, and 
evaluating the Hub and its teams. It is 
also critical for measuring performance 
and creating accountability. As team 
chartering follows this pathway, 
everyone 1) understands why the 
project needs to be carried out; 2) 
knows what the objectives and 
measures of success are; and 3) knows 
who is doing what with what resources. 
More than this, by negotiating the 
Charter collaboratively, all parties can 
shape the project so that it stands a 
good chance of success. They can then 
commit wholeheartedly to the venture. 

Negotiating team charters can also be 
useful as a way of sorting out a 
dysfunctional team. Objectives can be 
confirmed, goals structured and agreed, 
roles aligned, and resources can be 
recommitted. Finally, after fair 
negotiation, people can be asked to 
commit to the team charter and can be 
managed appropriately.

QUESTIONS TO ASK WHEN FORMING A 
HUB LEADERSHIP TEAM

The Hub Leadership Team will provide 
general oversight and direction for the 
Hub and its teams. Its initial task will be 
to determine the response to the 
following questions to build senior 
leadership support for this venture.

Ÿ What will be the expectations and 
roles of executive level Hub leaders 
and Hub team members for 
supporting the innovation process?

Ÿ How will supportive division 
innovative capabilities be defined, 
organized, measured, and managed?
What resources will be needed, and 
how will they be resourced/funded?

Ÿ What means will be used to 
communicate the innovation's 
intended impact?

Ÿ What changes will be required in 
existing structures, policies, and 
procedures?

Ÿ How will the innovation influence 
employee interactions and 
relationships?

Ÿ What new skills will be required for 
managers, supervisors, and staff?
What training will be available to 
help develop them?

Ÿ How will others who will be affected 
by the innovation be integrated into 
the process? How will achievements 
be recognized and rewarded?

Ÿ What strategies will be needed for 
creating and achieving constructive, 
win-win solutions for 
implementation?

Ÿ What will empower employees to 
achieve the planned results when 
they are confronted with people and 
forces trying to maintain the status 
quo?
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An Innovation Hub eventually may 
require a full-time executive leader and 
full-time operations team as support 
staff to ensure that the core activities of 
the Hub are carried out effectively. 
Initially, this may not be possible. If not, 
core leadership and Hub staffing should 
have their activities clearly identified as 
part of their job description with 
appropriate time allocated. 

The Hub leader and her/his operations 
team (which may consist of just one or 
two people) are responsible for 1) 
recruiting and training of team leaders 
and team members; 2) documenting the 
Hub processes and proceedings; 3) 
assessing and reporting outcomes; and 
4) ensuring accurate and timely 
communications within the Hub and, as 
appropriate, to the campus.

Each innovation domain will require a 
leader and capable team members 
whose duties include this assignment 
as part of their workload. Clearly 
defined outcomes designated for 
attainment in these Innovation 
Domains will help to determine the 
parameters for staff engagement.

For more, visit the NCD website 
executive briefing: Strategies to 
Refocus Your Executive Team on 
Innovation

http://newcampusdynamics.com/strategies-to-refocus-your-executive-team-on-innovation/
http://newcampusdynamics.com/strategies-to-refocus-your-executive-team-on-innovation/
http://newcampusdynamics.com/strategies-to-refocus-your-executive-team-on-innovation/
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FINDING HIGH VALUE INNOVATION 
OPPORTUNITIES

trategic innovation and change are

Sgrounded in insight into the forces,

trends, and developments that 

affect our institutions. Some of those 

changes are external, such as 

government funding patterns or what 

competing institutions are doing. Some 

are internal, based on the interests and 

desires of various stakeholders, 

including faculty, staff, trustees, donors, 

and alumni.

The ten domains indicated below 

represent the core areas proven most 

productive for innovation and change in 

academic and student affairs. Five 

domains apply primarily to student 

affairs while five relate mostly to 

academic affairs. There may certainly be 

other areas, but these have a solid track 

record in generating innovative ideas. 

Domain teams should be formed by 

people who are interested in becoming 

experts in at least one of these fields. 

Teams should gather data, then 

exchange what they are learning. 

STRATEGIC INNOVATION 
DOMAINS

Student Affairs Academic Affairs

1. Responding to Changing Student
Demographics

6. Responding to New Curricular Dynamics

2. Preparing students for the Changing
World of work

7. Emerging Methods of Teaching and
Learning

3. Integrating Technology in all Aspects of
Higher Education

8. Adapting When Education Spans
Countries and Cultures

4. Enhancing the Student Experience
Outside the Classroom

9. Changing Faculty Roles &
Responsibilities

5. Supporting Students' Search for Meaning
and Purpose

10. Designing New Outcomes and
Assessment Approaches

These areas of inquiry focus 
specifically on educating students 
attending academic institutions in the 
coming years. One of the biggest 
challenges will be to deliver services
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traditional students who may never set 
foot on a physical campus but who will 
still need your services.



STUDENT AFFAIRS STRATEGIC 
INNOVATION DOMAINS

Domain #1
Responding to Changing Student 

Demographics

This domain is the study of the rapidly 

evolving racial/ethnic/socio-economic 

makeup of incoming college students. 

By 2020, 45 percent of the nation's 

public high school graduates will be 

non-white. Foreign immigrants (or their 

children) and international students 

represent a growing portion of college 

students on US campuses. Enrollment is 

increasing among students who are the 

first in their family to attend college. 

These students, often from lower socio-

economic backgrounds, are less familiar 

with the college experience. Adult 

learners seeking greater employment 

opportunity, often with greater 

employment and family obligations, are 

also increasingly represented among 

enrolled college students. Finally, the 

new “digital” generation has 

experienced a very different upbringing 

and relationship to technology. 

These changes are leading to an 

increasingly diverse student body with 

varying needs and expectations, 

complicating the task facing institutions 

regarding which student services to 

provide and how to best deliver them. 

Not only must schools better exploit 

available data and collect supplemental 

data to fully appreciate the needs and 

expectations of enrolled students. They 

must also improve how administrators 

select initiatives, programs, activities, 

and services to pursue, assess 

implementation effectiveness, and 

monitor the ongoing value contributed 

by such endeavors.

Domain #2
Preparing Students for the Changing 

World of Work

This domain addresses innovations 

centered on preparing students for the 

changing world of work that they will 

encounter throughout their careers. 

Employers seek graduates who can 

thrive in a dynamic global work 

environment. According to the US 

Bureau of Labor Statistics, one third of 

the entire US workforce changes jobs 

every year. This means that current 

graduates will have had more than 10 

jobs by the time they are 40. What's 

more, many jobs today didn't exist 10 

years ago. Requisite skills include 

critical thinking, complex problem 

solving, written and oral communication, 

the ability to apply knowledge gained to 

real-world issues and settings, and, 

perhaps most importantly, the interest 

and capacity for continuous learning. 

To effectively navigate an increasingly 

diverse, global work force, employers 

also seek candidates who are adept at 

managing interpersonal and cross-

cultural relationships. This requires 

sound ethical judgment, emotional 

intelligence, and cultural sensitivity that 

are often advanced through experiences 

outside of the traditional classroom 

context. Institutions must nurture 

relationships with employers, industry 

experts, alumni, and others to assist in 

defining career direction and create 

experiential learning opportunities. 
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Domain #3
Integrating Technology in All Aspect of 

Higher Education 

Rapidly emerging technologies are 

reshaping where, when and how 

students learn, greatly enhancing the 

educational process. The impact is seen 

in the growth of online learning, how 

students submit homework, how 

students and faculty (or staff) 

communicate, and the numerous 

administrative functions and 

transactions that students can now 

perform online with computers or 

smartphones. Today students in the 

most remote villages can virtually 

attend colleges anywhere in the world. 

Technology also introduces certain 

problems. While easier for those of the 

“digital” generation, older faculty and 

staff are often at a disadvantage in 

getting up to speed with technology. It 

can lead to alienation and greater 

difficulty in having a sense of 

community and belonging by college 

students, especially if they are 

infrequently (or never) on campus. 

The new challenge is how to create 

stronger connections among on-campus 

and remote students. Many students 

believe that their university knows as 

much about them as online retailers and 

social media providers do, and should 

therefore be equally capable of 

anticipating their wants and needs. 

While most schools have extensive data, 

few are effectively exploiting predictive 

analytics to help drive decisions and 

actions in meeting the needs of a more 

diverse student body.

Domain #4
Enhancing the Student Experience 

Outside the Classroom

This domain focuses on creating 

outstanding opportunities engaging 

students and enabling them to feel that 

they are important members of the 

academic community. This concerns 

principally the non-curricular steps that 

a school might pursue to make the 

students feel delighted by their school 

choice. This requires better 

understanding the “non-academic” 

social and personal needs that, if 

addressed, would enable students to 

feel supported, in turn making them 

more likely to flourish. 

This often begins with understanding 

why students chose your institution and 

what factors most effect student 

satisfaction after enrolling. As you 

understand these dynamics and 

realities, your institution can play a 

stronger partnership role in addressing 

gaps and providing clear supportive 

pathways to help students achieve their 

goals on schedule, with lasting positive 

connections to the institution. In short, 

your school must find innovative ways to 

create outstanding value for students.
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Domain #5
Supporting Students' Search for Meaning 

and Purpose

This domain focuses on a concern that 

has existed in the past but has found 

greater urgency within the current 

generation of students: supporting 

students' individual pursuit of a life filled 

with meaning and purpose. The current 

generation places greater emphasis on 

balancing work and personal life in 

pursuit of a life that matters to them. In 

this context, students expect that college 

will help to formulate a personal 

compass for their values and future 

direction. 

College is a time of transition, filled with 

discovery and experimentation, for better 

and worse. On the one hand, students 

hopefully learn to better understand 

their gifts and talents, allowing them to 

set a course that leverages those skills in 

service to their lifelong pursuits. On the 

other hand, all students undertaking 

learning are confronted by the difficulty 

of not knowing the material and, in some 

way, feeling inadequate. Helping to 

introduce innovations that support 

establishing a personally meaningful life 

provides the motivation to persist.

ACADEMIC AFFAIRS STRATEGIC 
INNOVATION DOMAINS

Domain #6 
Responding to New Curricular Dynamics

This domain focuses on navigating 

complex, competing forces towards the 

development of coherent, well 

designed curricula within classes, across 

majors, across colleges within academic 

institutions, and across institutions. 

Greater student diversity challenges 

faculty to develop curricula that respond 

to the needs of each and every student 

in the class. Students often have 

conflicting obligations that necessitate 

building greater flexibility into the 

curricula. Technology now supports 

course content that heretofore was 

unimaginable. Faculty will need to 

develop expertise in the technology to 

better incorporate it into the curricula.

Because many students obtain their 

education piecemeal, attending several 

institutions before graduating, 

comparability across different schools 

has become more important. Strong 

pressures to reduce the cost of education 

drives standardization of curricula across 

schools so that students may fully 

exploit prior coursework to expedite 

completing their studies. As such, there 

exists a greater imperative to coordinate 

curricula across institutions. Given 

increasing competition for students, 

universities must balance developing 

comparable course materials across 

schools against distinguishing course 

content to establish competitive 

advantage. 

Finally, pressure is growing from 

students, government, and employers to 

better prepare students to “hit the 

ground running” after college. This has 

placed a premium on practical 

experiential learning experiences. Again, 

the challenge here is to balance both 

short- and longer-term factors 

influencing the design of course 

curricula.
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Domain #7

Emerging Methods of Teaching and 
Learning

Equally important to course curricula 
content is pedagogy – methods of 
making the material understandable, 
engaging, and relevant to students. 
Instructors must understand where 
students are in their learning process, 
their styles of learning, the media that 
best delivers content, examples and 
anecdotes that bring the material to 
life. New technology is an important 
component of pedagogy today. 
Learning how to incorporate online 
learning opportunities into classroom 
experiences and knowing how to 
balance videos with case discussion 
and simulations that occur in the 
classroom experience to optimize in-
class learning.

The fact that students can get more 
useful feedback with online progress 
assessment has facilitated the notion 
of the “flipped classroom.” Also, there 
is a whole new area of pedagogy 
related to cloud enabled networks and 
the opportunities for integration of 
social (current and emerging) 
networks into instructional and 
technical processes. Finally, greater 
student body diversity makes tailoring 
lessons to differing student needs 
especially challenging. 

Domain #8

Adapting when Education Spans 
Countries and Cultures

Where students attend college is 
highly varied, requiring consideration 

and changes to support “non-classroom” 
learning. Whereas campuses once were 
the setting where learning took place, 
today on-campus classrooms are only 
one venue for educating students. Now 
hybrid classes blend learning at home 
and in the classroom. 

Many colleges and universities 
collaborate with universities abroad in 
exchange programs, or have even 
established their own satellite campuses 
abroad. When geography involves 
coordination with foreign universities or 
overseas campuses, cultural differences 
directly enter play. (In fact, with foreign 
students entering US universities in 
higher numbers, even at home such 
cultural differences may be important 
on US campuses.) Importantly, students 
from different countries arrive with very 
different preparation, requiring changes 
in the materials used to convey 
information. In some countries, 
technology may be less accessible and 
an entering student would have to first 
learn how to use a computer before 
beginning a course that relies upon it. 

Domain #9

Changing Faculty Roles & 
Responsibilities

Key faculty roles and responsibilities 
have historically included three areas: 
research, teaching, and service. Schools 
are adopting a more stratified approach 
to their human resource needs, 
separating roles and responsibilities 
that previously had been assigned to a 
single faculty member, instead 
redistributing them across several 
individuals: tenured faculty, tenure-track 
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faculty, full-time lecturers, part-time or 

adjunct faculty, and graduate teaching 

assistants. Furthermore, as schools 

develop distance learning programs, 

additional roles in support of the 

technology have assumed increasing 

importance in delivering educational 

content, both in class and online. 

Today faculty must be much more 

effective as team members given the 

greater interdependence of these 

specialized roles. This raises an 

additional issue associated with this 

reconfiguration of faculty roles and 

responsibilities: the efforts of these 

increasingly interdependent academic 

employees needs to be coordinated in 

some manner. Given these changes, 

schools must navigate the shifting 

allocation of faculty roles and 

responsibilities and delineate how the 

entire system of faculty will interrelate 

under the newly developed 

configuration.

Domain #10
Designing New Outcomes and 

Assessment Approaches

Assessing institutional performance has 

received perhaps the most attention by 

universities across the United States. 

Faculty members are intimately aware of 

accreditation efforts that focus on 

assessing whether a school has 

maintained the requisite performance 

level. In this context, the key is to define 

the metrics by which the school's 

attainment of its educational objectives 

will be evaluated.  While it starts with 

the overall objectives and related 

metrics for the school, it then involves 

translating those metrics throughout the 

organization. For instance, the 

dimensions along which faculty are 

evaluated by students should align with 

the overall school objectives and 

metrics. Likewise, the newly defined 

roles and responsibilities of faculty need 

to drive the metrics by which their 

evaluation will occur. 

Perhaps the most underappreciated 

aspect of this dimension is a tendency to 

measure only tangible short-term 

outcomes. While understandable, this 

jeopardizes the ability of universities to 

continue to support development of key 

skills necessary to effectively prepare 

students to be successful in their future. 
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SECTION 5
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SHIFTING CULTURE TO SUPPORT 
STRATEGIC INNOVATION IS A 
PROCESS. 

elping people to adopt new

Hbeliefs and behaviors takes time.

After all, most people like their 

  

Earlier we spoke of sustaining and 
disruptive innovation. At the start, most 
innovation ideas will be on the 
sustaining side. That is fine. 
Streamlining existing processes, 
improving communication, and getting 
better data will make an immediate 
difference. Just talking about the 
innovation domains outlined above will 
get ideas flowing. 

It is up to you as a leader to help people 
think about the more transformative 
innovations that require new structures 
and work processes. Remember that the 
question on people's minds will be 
"WIIFM?: "What's In It For Me?" 
 Be sure people can see how they are 
going to fit into the new reality. Take 
into account the impact of innovation 
and change on individual careers. If 
people see rewards rather than risks, 
they will support the change. 

As a leader, here are three steps you 
can take: 

STEP ONE - RETHINK STRATEGIC 
PLANNING

Strategy is not going away, but 
planning and implementation need to 
become more agile. Innovation will play 
a key role in understanding the dynamic 
strategic environment that guides 
strategic goals. Once those goals are 
set, innovation processes can be 

NEXT STEPS: THE WAY
FORWARD
The Trip of a Thousand Miles Begins with a Single Step

lives to be predictable. Managers have 

been trained to accomplish objectives 

efficiently while minimizing risk and 

unnecessary costs. When institutional 

culture favors protecting the status quo, 

it is not good leadership to simply tell 

people they are wrong. Instead, people 

need to experience a new way of doing 

things and discover that they like it. 

Ironically, it may be necessary to 

command people to participate in order 

for them to become more autonomous 

and empowered. As behavior changes 
culture will shift.

Shifting the culture rests on people 
experiencing success in a more 
collaborative way of working. That 
culture shift begins when people see a 
commitment from leaders to a mission, 
a vision, inspiring them to believe in that 
mission and vision too. They also need 
to experience generating ideas and 
seeing them come to fruition. The more 
people get out of their silos and interact 
in teams with people from other areas, 
the more they will frame their thinking 
in terms of a larger reality. The beauty 
of working in teams, both permanent 
and temporary, is that it is exciting and 
motivating when done right. 
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instrumental in taking concrete actions 

to achieve those goals. A strategic plan 

will still have the basic components of 

Mission, Vision, Values, Goals, and 

Objectives. Here is what will be 

different:

• Planning should be based on
three “horizons”.
- The near horizon of the next 3-5
years is the most important, with
a focus on actions that will yield
results in 18 months.
- The middle horizon of 5-10
years looks for longer-term goals
require advance planning (a
facilities master plan for instance).
- The far horizon of 10-20 years
looks at long term trends so that
we are at least aware of things we
need to be doing now to prepare
(e.g., creating or expanding an
endowment).

• The plan should be reviewed on
an annual basis and refreshed
with a new third year added to the
plan as the present year is
concluded.

• The plan needs to be built on
data, and decisions must be
supported by conclusions drawn
from that data. In Section 3 we
discuss the concept of an
Innovation Hub to create a
creative space for boundary
spanning exploration. Part of the
Innovation Hub concept is
creating internal expertise on
subject matter domains that
inform ideation. That same
expertise should be used in

creating a continuous 
environmental scan that informs 
your strategy. Having a group 
that develops deep expertise in 
topics like changing student 
demographics or emerging 
digital technology can be 
invaluable in evaluating strategy. 

• All unit strategic plans should be
integrated with the strategic plan.
Think of strategy as an exercise in
shared governance, with roles for
faculty, administrators, staff and
even students. The more involved
the entire campus community, the
more likely the community will
support change initiatives that
grow out of the strategy.

• Remember that the student
experience is seamless. That is,
students do not distinguish their
academic experience from their
student affairs experience. More
and more, the physical face-to-
face experience is merged with
the digital and online experience.
The strategic approach to the
student experience needs to
bridge the traditional boundaries
of the academic enterprise.
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STEP TWO - ENGAGE A 
LEADERSHIP TEAM OF 
TRUSTED ASSOCIATES 

Strategic Innovation can happen at any 
level. It could be something that begins 
in student affairs or academic affairs, in 
one of the colleges or at the 
institutional level. Whatever your 
position, you will need allies from 
across your institution to help you. For 
presidents, it may be your cabinet, or it 
may include select members who are 
respected leaders from other areas. If 
you are a provost or vice president, you 
may want to include some of your direct 
reports plus some of your peers. Deans 
will want to do the same but with the 
sponsorship of their immediate 
superiors. 

In selecting people to serve on your 
leadership team look for the following 
skill sets using Michael Arena's terms 
from Adaptive Space:

Ÿ "Brokers” who have connections
across the campus who can help
connect people who are going to be
the source of ideas. Brokers enable
strategic innovation by creating the
discovery connections necessary to
allow ideas, information and learning
to flow more openly.

Ÿ “Connectors” who take good ideas
and develop them. Connectors will
be important to the Hub function of
bringing ideas into reality.
Connectors create development
connections that encourage cohesive
groups to build out ideas and
experiment with agile solutions.

Remember, your leadership team will 
need to actually work as a team. It will 
need a charter and clear time lines and 
deliverables. Team members will need 
to be able to assume appropriate roles 
and help you with your roles as 
visionary, architect and champion.

STEP THREE - ENGAGE OUTSIDE HELP 
TO ACCELERATE CHANGE

There are multiple advantages derived 
from having trusted, experienced 
consultants to help you design and 
implement your strategic innovation 
efforts. First among these is that this 
will free up you and your staff to focus 
on leading. Second, having the right 
outside assistance will accelerate the 
rate of adoption of strategic innovation 
into the organizational culture. 

Ÿ “Energizers” who trigger the interest
of others and unleash the passion
necessary for bold solutions to
advance. Energizers fully engage in
interactions, motivating others to
devote more time and energy to an
initiative

Ÿ “Challengers” who provoke disruption
to usher in a new normal. They pay
attention to external pressures and
advocate for the “D” in the DVF model
by creating urgency and encouraging
constructive dissent.
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ADDITIONAL TOOLS AND RESOURCES 

Click Here to visit the NCD website for 

more information on:

§ Joining the New Campus Dynamic email list

§ Access to additional tools and resources

§ Leaving a question or comment

§ Requesting more information on NCD
services

To request a free personal consultation to 

discuss your needs, please email: 
info@newcampusdynamics.com

CONTACT US

We want to hear from you.

Your questions and comments are welcome.

Albert B. Blixt, Managing Partner

734-657-5772

alblixt@newcampusdynamics.com

www.newcampusdynamics.com
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An experienced and unbiased outside consultant 
can bring process expertise, including:

Ÿ Advice and counsel to you and your
leadership team

Ÿ Design of institutional strategic
planning process

Ÿ Integrating strategic innovation
concepts into current strategic plans
and initiatives

Ÿ Training of managers and staff in
the work of strategic innovation

Ÿ Coaching of innovation teams

Ÿ Design and facilitation of large group
meetings including think tanks, town
halls and other system-wide forums
to engage faculty, staff,
administrators and students.

Ÿ Innovation technology transfer from
the consultants to you and your staff

to build internal capability

Ÿ Work process redesign

Ÿ Organizational redesign

http://newcampusdynamics.com/leading-a-culture-of-strategic-innovation/
http://info@newcampusdynamics.com
mailto:alblixt@newcampusdynamics.com
http://www.newcampusdynamics.com
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