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‘ ‘ Leadership is about a lot of things,
including the capacity to be
compassionate and intentional.

It is about building coalitions and
creating a culture of leadership.

— LFM Participant



Leaders

Are driven by moral
purpose — leaders act with
intention to make a positive
difference.

Understand the change
process — changeis a
complex and often messy
process.

Build relationships with

a wide range of people,
especially those with
different views who are
central to enacting change.

Create and share knowledge
— leaders engage in the
social process of translating
information into local
knowledge and sharing that
with colleagues.

Move towards coherence

— both creativity and
anarchy are on the edge

of chaos; to counter the
disequilibrium that is part of
change, leaders highlight the
consistent patterns that will
sustain change.

Drawn from Michael Fullan,
Leading in a Culture of Change

Think and Act Like a Middle
Leader: Tools and Strategies
for Leading Change

Although the term ‘middle leader’ typically describes middle
managers in business and principals or district leaders in

K-12 schools, in community colleges we see an expanded

and more inclusive definition of middle leadership. Faculty,
administrators, and classified professionals across the college,
with or without formal titles, are taking on leadership roles to
make their institutions more effective and more equitable. As
colleges undertake major redesign, we believe middle leaders
are central to the process.

The Research and Planning Group for California Community
Colleges (The RP Group) launched Leading from the Middle
(LFM) in 2013 in response to a lack of ongoing professional
development opportunities for middle leaders. The LFM
Academy is a year-long professional learning experience that
focuses on equipping middle leaders with skills and strategies
to advance reform and redesign efforts at their colleges. LFM
content covers a range of leadership skills and strategies
including planning, communication, coalition building, and the
complex process of leading change. The pedagogy is hands-on
and project-based; participants become familiar with tools that
they can bring home and use at their college. This is a selection

of those tools.
Applying a Leadership Framework

Michael Fullan’s (2001) Leading in a Culture of Change is a core
LFM text; in it he describes a leadership framework with five
interactive components to address complex problems (see
sidebar). In practice, LFM has adapted these characteristics

to middle leaders in community colleges. The intent of LFM is
middle leaders gaining the skills and strategies to lead change.
Thus, in using Fullan’s leadership framework, we have put
together ‘understanding change” and ‘coherence making’ as
the cornerstone of action. As one LFM participant summed up,
“Leadership is not defined by a role...leadership is action.
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Moral Purpose

Many community college middle leaders attribute their moral purpose to social
justice, equity, and belief in their students’ strengths. These leaders are working to
make their colleges responsive, supportive, and effective for the diverse student
populations they serve.

Building Relationships

Middle leadership is collaborative. Community college middle leaders have a broad
constellation of relationships that encompasses close relationships in a campus
design team, as well as an extended network of relationships that crosses silos on
campus and reaches beyond the campus. Although it may seem easier to relate to
like-minded colleagues, middle leaders also understand the value of relationships
with those who provide different perspectives and opinions. The human side of
building relationships complements the process of structural changes.

Understanding Change & Coherence Making

College transformation embodies multiple dimensions of change, individual as
well as institutional. The process of change is complex and rarely follows a linear
plan. As middle leaders deepen their understanding of the change process, they
become flexible in their ability to respond and are able to anticipate and address
likely obstacles.

In community colleges, many problems have been addressed by creating separate
programs for an issue or population. However, as middle leaders come to see the
ways that all parts of a college are interconnected and interdependent, they can
think strategically and design for scale and coherence.

Creating and Sharing Knowledge

In efforts to improve their institutions, middle leaders draw on a range of data,
evidence, and literature. In the process of mobilizing change, engaging colleagues,
and advocating for students, leaders construct local knowledge. They also
understand how their local experience relates to broader patterns of change across
institutions. Moreover, in collaboration with colleagues at their college and in their

professional network, they learn from and with those colleagues.



How Can You Use This Document?

This document began as part of the California Community College Chancellor’s Office (CCCCO)
Guided Pathways Field Notes! project that collected tools from the field to be posted on the
Vision Resource Center. The Field Notes include tools from Career Ladders Project (CLP),
California Community College Success Network (3CSN), Academic Senate for California
Community College (ASCCC), and the RP Group, including LFM tools--the logic model, the
iceberg, and the engagement map.

Community college educators who have participated in LFM or similar leadership development
programs, such as 3CSN’s Leadership for Curricular and Institutional Transformation (originally
designed for Basic Skills Coordinators and known as BSILI), will find these tools familiar.
Educators with leadership preparation and skills to facilitate group conversations will find this
a repository of tools that can be used at different times in the redesign process. The structured
tools will remind these middle leaders of details to pay attention to when using the tool or will
serve as a starting point to adapt a tool to the needs of their local setting and conditions.

Faculty, classified professionals, and managers who are new to leadership roles may find that this
collection of tools helps them realize that leadership is a skill that can be learned and developed,
not an innate talent. For these emerging leaders, these tools can be resources to help them
navigate the twists and turns of college redesign.

LFM’s focus on leading change has been in the continuous and familiar environment of colleges.
However, things changed in spring 2020 as a result of the COVID-19 pandemic. Colleges rapidly
moved classes and student support services online. It seems likely that the vast majority of
colleges will maintain an online presence for at least the remainder of 2020.

One thing that the pandemic illuminates is that change is possible. Although there may be a rush
to return to ‘normal’ when the pandemic recedes, colleges have the opportunity to continue to
examine their practices, dismantle systems that have been barriers, and make their institutions
responsive to their students’ lives. Such change will require leadership at all levels, especially the
middle. Middle leaders will be positioned to advocate for students and lead change in a changing
environment.

The tools below, which were constructed and collected during LFM’s first eight years, may not
seem directly relevant to post-pandemic conditions, however, they encourage design thinking
and collective problem solving in any situation.

NOTE: The Iceberg is available for download as an 8.5"X14” template.

1 The Guided Pathways Field Notes are available through the California Community College’s Vision Resource
Center at https://visionresourcecenter.cccco.edu



https://visionresourcecenter.cccco.edu/

Tools Explored

Leadership is a mix of hard skills and technical knowledge, and the soft skills of interacting with
others. Using tools effectively relies on human understanding, empathy, and imagination.

These tools are starting points for leaders to open a conversation, reflect on an experience, or
examine a question from different points of view. They are flexible enough to be used in different
settings and at different times in the change process. Like a recipe, a tool can be followed exactly
or adapted based on ingredients on hand. When you choose a tool, you may be inspired to add
to or change it. Your experience as a leader will guide you to choose a tool for a particular time or
setting, and to alter it to fit that setting. As leaders deepen their skills and strategies, they gather
their own toolkits.

Many of these tools are graphic because drawing is a different way of thinking. Creating visual
representations can prompt leaders to look at a situation from different perspectives and can
help integrate details into a bigger picture. Graphic tools provide a concrete scaffold for middle
leaders to engage colleagues, develop and share plans, mark progress, and make their thinking
visible. The tools in this document support the characteristics of the LFM leadership framework,
including:

:o: I. Moral Purpose
Making the Case
I. Building Relationships
Stakeholder Maps
Network Map Analysis
Redesigning How We Work Together
70, Understanding Change & Coherence-Making

How Does Your College Respond to Change?
Logic Model: Planning Tool

Looking To and From the Future

Momentum Mapping: Landmarks and Landmines
IV. Knowledge Building & Sharing

Consultancy Protocol

Leading From the Middle Pedagogical Cases



|. Moral Purpose

Moral purpose is the underlying motivation to make change. Many educators choose to work in
community colleges because of their deep seated beliefs in social justice and equity.

K, A Making the Case

[ When making the case for change, leaders call out a need, define a problem, and open
¥ N the possibility of solutions. Making the case concisely states why the change is needed,
rooted in the moral purpose. Simon Sinek’s TED talk? underscores the importance of starting with
“why.” Expressing the personal motivation for undertaking the work focuses a leader’s attention
and communicates to others the emotional reasons to engage in the work.

Aleader will draw on a wide range of data, both numbers to illustrate the magnitude of the
problem and stories to put a human face on the problem. A case ends with a call to action,
inviting support and engagement.

Aleader will craft a case for different audiences, speaking to their perspectives, needs, and
strengths. Although the need to make the case is strongest early when mobilizing change, the
same concise communication can be called on at any time during an ongoing change process.

Leadership is the work in service of moral purpose in a
transparent, authentic, reflective way that invites others

to engage in their work in a transparent, authentic,
reflective way. — LFM Participant , ,

2 https://www.ted.com/talks/simon_sinek how great leaders inspire action?utm campaign=ted-
spread&utm_medium=referral&utm_source=tedcomshare
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Making the Case

Making the case is a mix of defining the problem and opening the possibility for solutions.
Although the need to make the case for change is most evident at the beginning of a project
or initiative, the same concise and directed communication can be applied at any point in the
process.

Framing a Case for Change

A case for change starts with a strong statement of why change is needed and is backed up with
evidence that illustrates the magnitude of the problem. Disaggregated data or qualitative quotes
can bring personal perspectives to the discussion. Initial negative findings can call out the need
for change, and also point to possible solutions and highlight ways to know when the problem
is being addressed. Weaving the evidence into a story makes the issue personal for speaker and
audience. The case for change poses possible solutions to consider. Every case for change ends
with a call to action.

Obijectives:
« Understand and apply the elements that make up a case for change
« Create and practice an elevator speech

The elements for making the case may be effectively packaged in an elevator speech, a
succinct persuasive pitch in 1-3 minutes that is shaped for a particular audience:

« Identify the specific audience and their perspectives
+  State a clear message why change is needed

+ Include compelling evidence of need

« ldentify possible solutions

« Rally with a goal and a call to action

VA \

Elevator Speech:

+ Consider the “elements for making the case” when CAUTION: No one likes bad
. news. In defining the

devel‘opmg an Qlevatqrspeech. _ oroblem, avoid any

« ldentify potential audiences and settings where an temptation to blame others.
elevator speech would be effective. For example, with problems

« Make the pitch lively and personal. in community colleges, do

« Consider the audience and why this problem is not blame Stt{deﬂts, families,
relevant to them and what role they can play in the community, schools or

the legislature.

addressing it. \_ )




Start with either a few active phrases with a strong, direct, and clear voice or sentences
about the need for change that can be illustrated with data or stories.

For example:
Successful programs and services are utilized by students and faculty on a voluntary and/or

individual basis.

Silos and isolation make it difficult for students, faculty, and staff to access and utilize resources.

Call out possible solutions.
For example:
Develop a “culture of practice” based on ongoing, intrusive instructional support and advising,

and explore case management systems.

Provide comprehensive wraparound services.

End with a call to action.

For example:
The student experience is sometimes based on “luck” We must explore opportunities for
deliberate collaboration among all counseling and instructional faculty.

The elevator speech. Consolidate the active phrases about change, possible solutions, and a
call to action. Practice your speech with supportive colleagues to get feedback.

For example:

Successful programs and services are utilized by students and faculty on a voluntary and/or
individual basis rather than integrated into all students’ experiences. Silos and isolation make
itdifficult for students, faculty, and staff to access and utilize resources, perpetuating barriers to

equity.

We must develop a “culture of practice” based on ongoing, intrusive instructional support and
advising, and explore case management systems with appropriate human points of contact built
into the student experience. Wraparound services that include professionals from academic and
nonacademic areas should collaborate openly.

The student experience is sometimes based on “luck.” We must explore opportunities for
deliberate collaboration among all counseling and instructional faculty to strengthen
intradepartmental communication and collectively facilitate student success.




Elevator Speech Template

Start with either a few active phrases with a strong, direct, and clear voice or sentences
about the need for change that can be illustrated with data or stories.

Call out possible solutions.




End with a call to action.

The elevator speech. Consolidate the active phrases about change, possible solutions, and a
call to action. Practice your speech with supportive colleagues to get feedback.




‘ ‘ We can accomplish much more by working together.
We also have been able to create trust and the open
atmosphere where we can work through differences in

perspective. We are so much stronger and can accomplish
so much more as a group than we ever could as
individuals. — LFM Participant

Page 14 | Think and Act Like a Middle Leader



ll. Building Relationships

Middle leaders work collaboratively and are connected to a network of relationships across the
campus and the system. Several of these tools make visible the web of relationships.

Stakeholder Maps

In planning a program or project, even of a limited scope, it is important to identify the

widening circles of those who will participate, those who can be supportive, and those
who need to be informed and aware. Anyone whose work is touched by a proposed project
should have a chance to give input and be involved in the process. The graphics of mapping
out stakeholders across an institution can make it clear that the circles of stakeholders go well
beyond the apparent boundaries of a proposed program.

In redesign efforts that encompass the entire college, it is even more important to map out the
ways that the work across the whole institution is interconnected. In drawing a stakeholder map,
points of connection become evident; middle leaders can identify and invite those whose voices
are not often heard, including students.

Network Map Analysis

Much like the stakeholder map, developing a network analysis can identify potential
partners in the extended community and across the education system whose work
extends community college efforts.

Redesigning How We Work Together

Establishing Norms - Each participating educator in a team, program, or department

brings their own experiences and expectations. Generating shared norms roots the
work in respect and common values. Establishing norms of working together is a way, in early
interactions, to make agreements about how the collective group will work, how participants will
contribute, and what everyone can expect to take away.

Building an Agenda - Educators have participated in meetings as part of committees,
departments, or programs. Meetings can serve many purposes from sharing information, to
decision making, to accomplishing tasks. Typical meetings are driven by a facilitator and agenda.
Meetings can also be seen as an opportunity to redesign how colleagues work together. Middle
leaders can take the opportunity of requisite meetings to rethink how to make it a collaborative
endeavor and draw on the varying strengths of those who are present.



Stakeholder Maps

Stakeholders are by definition those with a direct interest or concern. When a college is engaged
in redesign, any educator whose work will be touched by a proposed initiative will benefit

from being aware of and actively involved in the planning process. And the proposed project
will benefit from the different perspectives that stakeholders bring that might otherwise be
overlooked and have to be retrofitted later.

Constructing a stakeholder map makes the opportunities for engagement visible. In focused
campus projects, an initial map of stakeholders might be selective, naming actors or offices
directly involved. A more comprehensive stakeholder map can lead the initiators to recognize
that the range of potential stakeholders is wider than they originally thought.

Obijectives:
« Identify stakeholders across the college whose work will contribute to the proposed
college redesign
. Identify strategies to prioritize and engage those stakeholders

Part 1: Mapping the Ecosystem
An ecosystem is a biological community of interacting organisms and their physical environment;
or a complex network or interconnected system.

The ecosystem map below illustrates the forces and responses on a campus that is implementing
AB 705 and multiple measures placement. The graphic illustration makes clear that there are
external forces such as the Chancellor’s Office that affect policy; centralized district resources,
such as IT that need to be included; as well as the directly involved campus instruction, student
services, and the research office (which might look outward and draw on broader resources from
the RP Group). Arrows and connecting lines highlight the ways these players interact.

Drawing a freeform
ecosystem map (notin an

existing template) lets a 7 ket

middle leader or a design Inshvuckion N 1%;:1;,“ ear | .

team construct their | Mo Gty 7 | e T | T o
cognitive understanding of | o= =Y b | k_:\ﬁ’nﬁ Implemetndio
the context. The ecosystem ) eeneduling / . Mutiple Measures) i

map can be preparation for AT -

developing a stakeholder N\ §PB 125

map, which outlines the | D

priority, individuals, groups, (.“:‘g;:j:g;ﬁm N S

or positions that can help i - [ e

i 7 | NalidaKon shudies A
advance the redesign. R o roaees|

\—



Part 2: Developing a Strategic Stakeholder Engagement Map

A four-by-four matrix can identify those with:

1. Varying levels of support (from opposition to advocacy)

2. Varying levels of influence to make things happen across campus

% Resistors

Strongly Oppose (low)
<

0

Most Influential (high)

« Formal leaders at the college who
make (or stop) things happening
«Informal leaders who others turn

to for advice

7
Priority :\;3
Individuals, groups, or
positions that can help
advance the redesign

T
Champions ﬁ Q%

Strongly Support (high)

+ Openly resistant/taking an
oppositional stance
« Try yo get others to join them
in opposition

Passive

Least Influential (low)
Not actively involved in
campus governance or politics

l

>

«Visible supporters (champions)

« Actively taking on formal and
informal roles in advancing the
redesign effort

D
Collaborators M

*
.



ﬁ% Resistors

Strongly Oppose (low)

Template for Stakeholder Engagement Map
A

Most Influential (high)

) e

Priority e»

T
Champions F? @1

Strongly Support (high)

<

Passive

Least Influential (low)

A\

.°®‘2
Collaborators M

When the matrix has been filled out, be sure that all important stakeholder perspectives are

somewhere on the map.

1. Iseveryone on the map? Are faculty/classified professionals/administrators/students all

included?

2. Develop a communication plan. Those identified as influential on campus, but not yet

strongly supportive, are the priority group for communication. Champions and supporters

can address others on the low side of the support axis.



Network Map Analysis

Guided Pathways is contingent on developing meaningful and lasting partnerships, within the
college and across the educational and economic systems. Resources for developing those
partnerships rely on both individuals and organizational relationships. The Network Map Analysis
is about identifying resources and relationships within and beyond the college. This activity
serves as preparation for a more detailed plan, such as a logic model.

Obijectives:

« Identify local, regional, and statewide resources:
o Educational systems, including K-12 and 4-year institutions

o Business and workforce

o Regional economic conditions

+ Develop and harness individual and/or organizational relationships
« Plan for collaborative action and build partnerships that could be useful for making
Guided Pathways efforts sustainable and effective for students

Through the Network Map Analysis, take inventory of the internal (staff, departments, programs,
funding) and external resources (industry, 4-year/K-12 educational systems, community
organizations, etc.) that may be leveraged. Identify shared interests and challenges related to
developing a plan for collaborative action and then next steps.

For example, an area of attention is Dual Enrollment:

Internal College/District
Resources
(human, physical, and
economic)

External Resources
(human, physical, and
economic)

Shared Interests
(opportunities and assets)

Challenges
(issues and obstacles)

Actions
(next steps)

-Director of High School
Partnerships

-Dual Enrollment
Committee

-Superintendent

-District Office

-Dual Enrollment

-Multiple high school
districts and negotiating
terms of agreement

-ldentify who needs to
be engaged in these
conversations

-Identify type and location
of course offerings

-Decide who can teach the
curriculum

-Student Services

-Counseling Faculty

-High school counselors

-Matriculation

-Advisement

-Different word
usage about credit,
requirements, etc.

-Different MIS systems
to track students in both
systems

-Develop joint professional
development activities

-Organize joint high
school counselor/college
counselor meetings

-Discipline Faculty

-High school teachers

-Common curriculum

-Different system course
requirements

-Access to resources (e.g.,
textbooks, tutoring, and
online resources)

-Develop common
professional development
activities

-Identify instructional
support models




Network Map Analysis Template

1. Identify an areain need of resources and networking (e.g., meta major development, dual
enrollment, or service learning)

2. Complete the grid working left to right
3. Develop next steps that prepare you to move to a more detailed strategic planning tool

such as a logic model or Gantt chart

Area of Attention:

Internal College/ External

District Resources Resources Shared Iqtgrests Challenges Actions

(human, physical, | (human, physical opportunities and lissues and (next steps)
’ ’ ’ ’ assets) obstacles)

and economic) and economic)




Redesigning How We Work Together

To develop and sustain an effective guided pathways model, a college needs a critical mass of
faculty and staff excited about the process, ready to collaborate with one another to achieve larger
goals, and willing to engage in inquiry, reflection, and ongoing improvement. (Bailey, Jaggars, and
Jenkins, 2015, pg. 144)

Y
As we redesign our colleges, we have the opportunity V74
to redesign how we work together as colleagues. 3

Psychologist Bruce W. Tuckman and Mary Ann C.

Jensen describe team development in

Objectives: successive stages (Stages of Small-Group
Development Revisited, pages 419-427):

+ Use common values and purpose to guide

. .. Forming- getting to know each other and
design and decisions & o e

shaping team roles
Storming- pushing against the initial boundaries,

« Identify existing structures as opportunities to learning fo manage internal conflicts

be more collaborative and build mutual trust Norming- resolving differences, acknowledging
. . L. . strengths of colleagues, and gaining skill
« Beintentional and effective in planning and working together
interactions in order to enact collective change Performing - structures and processes created

ijportthe work towards common goals /

Collectively Designing Team Norms and Ground Rules

Team norms and ground rules are a starting point to help a team build mutual trust, function
more effectively, and keep its greater purpose in mind. Establishing norms early helps a team as
itis forming. When the team collaboratively develops common values, norms, and ground rules,
these agreements can shape future interactions and decisions. If the team is out of balance,

as happens, for example, when someone is taking over instead of listening, ground rules can
provide a way back to common agreements.

Draw on everyone’s prior experiences—positive and negative—to generate common values

and practices that guide how the team functions. As an individual, what makes you feel like a
contributing member of a team? As a collective, what makes a team feel focused on purpose and
productivity?



Name Shared Values: Values embody the spirit and purpose of the team.

Discuss and describe each member’s values related to the purpose of the team and ways of
working collaboratively. What values are important for colleagues working together?

For example:
1. All decisions are made with the centrality of students and equity in mind.
2. Interactions reflect respect for different perspectives.
3. Allvoices are heard.

Identify a department or program that runs effectively. Write down three reasons you think
they perform well?



Co-design Norms: Collectively constructing team norms can clarify expectations of participation
and clarify what team members can expect of colleagues.

As a collective, decide on a total of five to seven agreements that summarize the team’s
norms and convey their underlying values. In developing norms, consider questions such
as:

1. How will we make decisions?

2. How will we encourage everyone’s participation?

3. How will we encourage listening/discourage interruption?



Refocus: During meetings, if the discussion loses its way, team members can use the norms to
refocus and remind each other of shared agreements. Agreed upon team norms remind us of the
big picture—why and how the work is important.

For example:

1. Atthistime, there are a few
people who haven’t spoken yet
on this topic. We'd like to hear
from them.

2. Let’s consider how this decision
would directly affect students.

3. We're going to stop this
discussion now in order to cover
other topics on the agenda.

Revisit and revise team norms as
needed as the team develops. As the
team matures, there may be a time when
the ground rules can be reconsidered
and reframed. The common values will
continue and the reworked norms will
amplify the purpose of the team.

4
Common stumbling blocks and pitfalls
/ dysfunctions of a team :

1. Absence of trust

2. Fear of conflict

3. Lack of commitment

4. Avoidance of accountability
5. Inattention of results

The Five Dysfunctions of a Team: A Leadership
Fable by Patrick Lencioni

N\

~
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Build an Agenda

Although educators have attended many meetings, prior experiences may not be the best guide
for how to organize and lead a meeting. Rethinking the meeting process, from initial planning
to documentation, can help cross-functional teams be intentional, collaborative, efficient,

and effective. Every meeting is an opportunity to co-design and co-create understanding and
action. Each member of a working group is an active thought partner and contributes a valued
perspective.

The agenda example provides suggested questions and areas for attention. This example is one

way to organize a meeting and can serve as a starting point. The act of constructing your own
questions will animate the process.

Meeting Agenda Template

Possible questions and

Intent considerations to help plan Your questions

and navigate the meeting

1. Welcome, «  Warm-up, short personal

introductions updates (personal stories

build trust)

Intent: Make people |+  What do we want to

feel welcome, accomplish during this

appreciated for meeting?

their presenceand |+ Isthere anyone new to

perspective, and that the group we should

they will be heard introduce?

«  Arethere major
developments or
elephants in the room
that we need to address at
the outset?




Possible questions and

Intent considerations to help plan Your questions
and navigate the meeting
2. Review «  What tasks need to

Intent: Locating
ourselves, where are
we in the process?

be cleared from prior
meetings?

What decisions did we
make during the previous
meeting?

What are some exciting
accomplishments

from the past month?
(anecdotal or quantitative)
Review goals and agenda

3. Discussion, key
decisions, and
recommendations

Intent: What will we
accomplish today?

Clarify intent of
each item - to
inform, brainstorm
possibilities, give
input, respond,
discuss, or make a
decision

Consider value and
rhythm of when to
go broad and open
possibilities (flare)
and when to limit
and go in depth
(focus)

What big topics do we
have to discuss?

What data do we

want to bring to these
discussions? (e.g., lessons
from outreach, new

data, findings from initial
implementation of ideas,
national best practice,
story from a community
member or guest speaker)
What challenges do we
foresee and what can we
do now to address those
challenges?

What are our next steps?
(action, sharing decisions,
and homework to be done
before the next meeting)




Possible questions and

Intent considerations to help plan Your questions
and navigate the meeting
4. Closing the «  Summarize key decisions,
meeting recommendations, and

Intent: We did it! And
here’s what is next

conclusion

Next steps, action items/
tasks and who'’s respon-
sible

Final reflections and take-
aways

Reminder of next meeting
Express appreciation

5. Minutes & follow-
up

Intent:
Documentation,
transparency,
continuity, and
informing others

Minutes serve to
document work, track
decisions, identify action
items and inform anyone
who couldn’t be at
meeting.

Decide where minutes
will be posted, how they
will be used, who will
send them, and who has
access?

Who needs to be kept
informed about progress?
Follow-up emails
summarize intentions,
attendance, decisions
points, action items and
issues to follow up.

Adaptation from: How to Lead Collective Impact Working Groups: A Comprehensive Toolkit, by

Daniela Uribe, Carina Wendel, and Valerie Bockstett




‘ ‘ Now I think about things systemically, more broadly, not

just my own corner of the institution, but the institution
as a whole. — LFM Participant




lll. Understanding Change & Coherence Making

No matter how neatly planned out, in practice the change process is messy, complex, and time
consuming. Current redesign and pathways initiatives offer the opportunity to build coherent
structures that span and connect the work of the entire institution.

A0 How Does Your College Respond to Change?

~ 2 Theicebergis a flexible graphic tool that can be used to analyze any situation, large or
=~ small. The natural condition of an iceberg is that what is visible above the waterline is
not the complete picture; the deep structure below the surface is not visible. Thus the iceberg is
particularly useful to examine cultural and political situations, where a range of forces are at play.

o0 Logic Model: Planning Tool

—~—~ Thelogic model is a multifaceted planning tool that illustrates the relationship among
"> resources, proposed activities, and long- and short-term outcomes. In creating a logic
model, leaders can start from the present and map to the outcome or they can start with the
outcome and backwards design. Regardless of the starting point, the process gives leaders the
opportunity to consider a possible sequence of events. Some critics point out that a logic model
presents a linear model of change, and the actual process of change is likely to be messier

than the model. Leaders can revisit the original logic model at various times during the change
process to reassess the underlying assumptions, time frame, and changes in external conditions
and recalibrate their plans.

O n To and From the Future

- Tousethistool, a team divides in two, and each half of the team maps a timeline to
-~~~ outcomes at a future pointin time (usually in years). One half of the team starts in the
present,and works forward; the other half starts at the projected time and designs backward. As
noted in the logic model above, designing backwards or forwards can surface different questions,
assumptions, and sequences.

/JD Momentum Mapping: Landmarks and Landmines

A momentum map is a tool to look back at what has happened since beginning a
== project or redesign effort and reconstruct the sequence of highs and lows along the way.
Constructing the map helps to understand that progress ebbs and flows over time. A momentum
map of past events becomes the platform to project future actions, with a more informed
awareness that there will be ups and downs.



‘ ‘ | think the tools were super helpful in getting an honest
and productive conversation going. We were able to use

the tools to identify real problems and possible pitfalls,
as well as to formulate solutions and plans that can
keep the process moving forward. — LFM Participant




How Does Your College Respond to Change?

College culture may be a propellant for innovation and transformation. However, some aspects
of a college’s culture are resistant to change. This activity encourages exploration of strategies to
activate the agency and grit necessary to address obstacles to transformational efforts. Using a
short focused activity, the iceberg is designed to fortify the leadership capacity of the participants
and uncover obstacles, challenges, and opportunities that are visible (above the water line)

and invisible (below the waterline). Using an iceberg as a metaphor, participants assess their
college landscape and identify strategies to tackle systems and/or barriers that threaten forward
momentum.

Obijectives:
« Assess what is most visible about your college culture
« ldentify hidden patterns, structures, values, beliefs, and assumptions that are obstacles to
transformational efforts
+ Identify and implement strategies to tackle challenges and opportunities

Activity:
1. Identify obstacles, challenges, and opportunities that are visible (the stuff we openly talk
about) and invisible (the stuff we don’t talk about but know is happening)

2. Whatvalues, beliefs, and assumptions do you have about how you “do business” at your
college?
« 5 minutes - Think, Pair, Share
« 15 minutes - Table Activity: Using the large iceberg and markers or post-its, identify
obstacles, challenges, and opportunities.

3. Identify strategies to tackle challenges and opportunities (20 Minutes)
«  Write strategies on post-its and add to diagram.

4. What obstacle should be the focus of the upcoming year? Discuss and commit to at least
one way to address challenges and opportunities.

Note: The visual of an iceberg may be used to illustrate obstacles, challenges, and opportunities.
The Iceberg is available for download as an 11”X17” PDF template.



Above the surface...what obstacles, challenges, and
opportunities are visible?
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‘ ‘ Being introduced to design principles and tools like Logic

Models, Theory of Change, etc. has changed the way |
think about implementing change. — LFM Participant




Logic Model: Planning Tool

Alogic model is a graphic organizer that can be used at various times for planning, implementing,
or evaluating a change initiative. For a complex implementation like Guided Pathways, a logic
model helps to ensure sound processes and constant reflection and evaluation.

Logic models map out the relationship between the resources you start with, actions you
undertake with the resources, number of participants and products, final desired effects, and
existing conditions such as policy climate, changing financial conditions, status of community
etc.

Obijectives:
« Think about the whole: the process and timeframe from beginning to desired outcome.
«  Design forward from the activities or backwards from the proposed outcomes.
+  Visually represent the theory of change and illustrate how activities will lead to outputs.
«  Share the vision with stakeholders to get input and conditions.

What do you need to construct a logic model?

«  Oneormore blank templates A
- available with this activity

(one logic model may be

\

+ Alogic modelis a planning tool. Itis not a plan. It
captures perspective at a moment in time (planning/

constructed collaboratively by a implementation).
group or individuals may sketch
their own ideas to bring in + Build the early models to elicit input. If it looks too
different perspectives and then complete, colleagues may feel left out of the planning.
collaborate on a common logic « Logic models present a linear model of change, however,
model) change is often more cyclical and iterative.

« Time for a conversation with

« The model can be revisited and reworked multiple times
over the course of a project to capture changesin
Kconditions, time needed, new participants, etc. /

colleagues
« Anplantowalk the model
around and get broad input

Note: The logic model is available for download as an 11”X17” PDF template.



Example Logic Model:
Equity and Guided Pathways (inquiry / data as a way to cross silos)
SUMMARY: Ensure research conditions are in place, prepared, mobilized, and adequately resourced to
support the college’s large-scale transformational change.

INPUTS
(Resources)

OUTPUTS

(Results of Strategies)

What we invest

Participants

Activities
(Program, events, or strategies)

Direct Products

Who We Reach

What We Do

What We Create

Institution As A Whole

Institutional Research,
Planning & Effectiveness
(IRPE) Staff

Support from executive
leadership

History of positive experienc-
es on campus around inquiry

Internal and external funding

Faculty
Staff
Administration

Questions for discussion: How
do we reach them? How do
we reach those who might be
reluctant to participate?

Guided pathways leadership
group conducts data inquiry
with focus on student
experience.

Organize activities that
engage faculty and student
services in review of student
data, including student voice,
with attention to student
populations that have
experienced disproportionate
impact.

Questions for discussion:
What obstacles could be
anticipated? How to address
those in design of activities?

What concrete products are
created? What processes and
structures are put in place?

Products that make data
visible and accessible and
tailored to each audience

Ongoing series of data memos
for guided pathways inquiry
that highlight quantitative
data patterns and qualitative
student experiences

Process and activities for
ongoing participatory data
inquiry and follow-up of
earlier inquiries

Academic

Regular data support to
faculty and academic
departments

Opportunities for faculty to
engage with data

Faculty
Staff

Administration

Guided Pathways data inquiry
activities

Program Review
SLOs
Faculty Inquiry Teams

Faculty involved in gathering
student stories

Questions for discussion:
What obstacles could be
anticipated? How to address
those in design of activities?

Data on patterns of student
trajectories and departmental
throughput

Data used in creating program
and major maps

Student Services

Regular data support to
advising, counseling, and
other student service units

Student services personnel

Guided pathways data inquiry
activities

Advising, counseling, and
student services participation
in development of program
maps

Student services involved in
gathering student stories

Questions for discussion:
What obstacles could be
anticipated? How to address
those in design of activities?

Data on patterns of student
trajectories and departmental
throughput

Data used in creating program
and major maps

ASSUMPTIONS: Data and evidence as drivers of the institutional transformation and
IRPE office is a source of data and of engagement with data.



OUTCOMES
(Intended Effects)

IMPACT
(results)

Short Term
(First changes that occur as a result of
the project)

Intermediate
(Subsequent benefit for people during or
after their involvement with the project)

Long-Term
(Eventual impact of the project on people
for which the project is accountable)

Results in terms of learning

Results in terms of changing action

Results in terms of change to the
conditions

What will we learn? How will
we know?

Understanding of data in the
guided pathway inquiry
process

Shared data conversations
across silos as part of guided
pathways inquiry

Faculty, staff, and administra-
tors have greater capacity to
use data (shape questions/
analyze/ include in decisions)

Language about GP that
reflects local naming and
ownership

What will be evident as the
transformation develops and
matures? What is the timeframe for
this?

What will be different when data
analysis is regularly applied to
decision making? How will we
know?

Academic and student affairs
recognize common investment
and responsibility for student
learning and successful progress
through the colleges

Inquiry is ongoing

What is your vision of an effective and
equitable college and the ways that
data are regularly collected, analyzed,
and applied?

What is your vision of clearly marked
pathways at your college? How will
students experience the college?

What structures are created for
shared data engagement? How do
those structures support faculty, staff,
and administrator participation?

Faculty, administrators, and
staff understand the inquiry
process and participate in
cross-functional teams

Faculty use data as feedback
and learn from the process

Pathways are redesigned with
embedded student services

Data are used to assess
effectiveness of pathways

Inquiry is ongoing

Data are widely available across
campus

Pathways become the norm and
are regularly revisited, assessed,
and changed to continue to
improve student experience and
student outcomes.

Student services personnel
understand the inquiry
process and participate in
cross-functional teams

Student services use data as
feedback and learn from the
process

Pathways are redesigned with
embedded student services

Data are used to assess
effectiveness of pathways

Inquiry is ongoing

Data are widely available across
campus

Pathways become the norm and
are regularly revisited, assessed,
and changed to continue to
improve student experience and
student outcomes.

Impact on student outcomes
with equitable effect across
student populations (specific)

- increases in completion rates
of certificates/ degrees/
transfer/ employment

Changes in campus structures
that cross silos and support
students

EXTERNAL FACTORS: California Community Colleges Chancellor’s Office support, resources,
and technical assistance for Guided Pathways; cultural shift to data- and evidence-based

decision making




Logic Model Template
SUMMARY:

INPUTS
(Resources)

OUTPUTS
(Results of Strategies)

What we invest

Participants

Activities
(Program, events or strategies)

Direct Products

Who We Reach

What We Do

What We Create

ASSUMPTIONS:




OUTCOMES IMPACT

(Intended Effects) (results)
Short Term Intermediate Long-Term
(First changes that occur as a result of |(Subsequent benefit for people during or | (Eventual impact of the project on people
the project) after their involvement with the project) for which the project is accountable)
Results in terms of learning Results in terms of changing action Results in terms of change to the
conditions

EXTERNAL FACTORS:




Looking To and From The Future

This planning activity allows for different perspectives and surfaces assumptions on the
sequence of planning and implementation of events. Forward and backward design from goals
and a vision may inform decisions on next steps.

Objectives:
« Develop a five-year Guided Pathways implementation planning timeline
« Inventory different perspectives on the sequence of planning and implementation of
events
« Identify landmarks in the planning process (accomplishments and opportunities)

Activity:

Bring together individuals who are engaged in planning efforts related to Guided Pathways (i.e.,
Guided Pathways leadership team, workgroup, or design team) and their vision and planning
documents that project what Guided Pathways will look like at the college in five years (i.e.,
instruction, student services, intersegmental partnerships, professional development, hiring
practices).

Divide the group in two. Each of the two sub-groups fills in the timeline from a different starting
point. One group starts in the present and moves forward on the five-year timeline, projecting
opportunities, events, and when goals will be met. The other group starts at the end of the
five-year timeline and works backwards, noting events and accomplishments. The whole group
comes together and compares the two sequences.

Discussion Questions:
1. Where do the two timelines agree or disagree?
«  What happens at different times in the two sequences?
«  Whatiscommon?
«  When are significant goals located in each timeline?
2. What next steps will the group take based on discussion of the comparison?




Momentum Mapping: Landmarks and Landmines

As you and your team are either developing or scaling promising practices that improve the
student experience at your college—for example a First-Year Experience — it’s useful to take time
to consider and graphically represent where you are in the form of a diagram or schematic. The
process opens useful conversations while mapping what is happening and creates an artifact to
communicate with and engage other colleagues.

Obijectives:
« Reflect on what has happened to date, what the leadership team was able to make
happen, and how external forces have affected the progress.
+ Represent graphically the journey/story to date and assess the experience to project next
steps.
+ Appreciate the work you have done together.
+ Plan and project next steps to build on the momentum.

Activity:

1. On alarge piece of paper mark a horizontal and a vertical axis (e.g., horizontal axis
represents time and milestones and the vertical axis represents momentum, energy, and
progress).

2. Note milestones (successes and challenges) along the horizontal axis.

Note the relative positive or negative energy for each milestone along the vertical axis.

4. Draw a line connecting the ups and downs of progress to date. This is your momentum
narrative. Lows may reflect changes in the environment, changes in the calendar (summer
session), or implementation dips when practitioners need the time and support to build
new skills and confidence with an unfamiliar program. Recognize that dips/lows can be
time to breathe, reflect, and plan.

W

Milestones may include:
« Events, deadlines, and forces (such as funding and the academic calendar) that affect
momentum
+  Small goals, which add to the overall picture
+  People leaving and new people joining

Discussion Questions:
1. How would you tell the story of the progress to date?
What affects forward movement?
What does it feel like to have momentum?
What next steps do you anticipate?
What dips can you anticipate?

oA W



Mapping Momentum With A Graphic Representation

The following is an example of a college’s momentum map as they illustrate their First-
Year Experience (FYE) program, which includes both successes and challenges. The graphic
representation guides the team’s thinking as they fill in and build upon a visual map or diagram.

First-Year Experience

The FYE program started with a desire to transform traditional guidance courses into something
that more readily provided transitions for high school students. At first, a number of counselors
were concerned that converting what had been traditional courses into a workshop series would
mean that important information would be lost. The counselors and classroom faculty met to try
to plan the curriculum for the FYE content. While the meeting was cordial, the participants were
reluctant to be honest about their concerns. Afterwards, some faculty were discouraged by the
idea of developing a FYE model because it seemed to be off to such a rocky start.

Then the college hired a new FYE coordinator who had experience at another college in
developing an FYE program that was very successful. Her inclusion into the team energized the
group, and the college initiated a Steering Group to start the work in earnest. In the meantime,
the college applied for a Title V Grant to fund an FYE experience at scale. The grant was funded,
giving the group $300,000 per year to use for the program.

In the first year, the number of FYE participants totaled only 75, a much smaller group than was
planned. However, the initial data were promising, indicating that FYE students took more units
the subsequent semester than non-participants. The next year, 250 students participated, but the
outcomes were not quite as good as the previous data suggested, which caused some concern
that something important had been lost at scale. The group is currently working to adapt the
curriculum, while still building capacity for more participants. The next year is planned for 350
participants as well as some added tools including collaborative technology.
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‘ ‘ The approaches to data learned through our LFM
experience have been extremely helpful. We have
been able to integrate data in our pitch discusses and

preliminary marketing. Through our use of data we were
able to gain more buy-in from key stakeholders at our
institution. — LFM Participant
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IV. Knowledge Building & Sharing

Professional learning settings, conferences, and workshops can provide the opportunity for
middle leaders to share the “smarts in the room” and mutually learn with and from colleagues
across the system.

Consultancy Protocol
@ The consultancy protocol is a problem-solving tool that draws on the expertise and

experience of colleagues to suggest possible approaches to solving a problem. The
consultancy can be used when colleagues from other colleges, or other parts of the same college,
meet together. The choreographed conversation has alternate timed periods of questioning and
responding. The questions make clear that it is important to examine the nature of the problem
before rushing to a solution. The consultancy protocol also gives leaders the opportunity to
practice listening.

Pedagogical cases have been used in Leading from the Middle to open conversations

about issues that are likely to be shared at different colleges, though in somewhat
different ways. Leaders may find it useful to give colleagues a chance to discuss a general case
of a problem before tackling it in the local setting. Moreover, writing up an issue as a pedagogical
case can give a leader distance and perspective on an issue.

@ Leading From The Middle Pedagogical Cases

We were able to articulate the information needed
to assess high school outreach concerns and inform
change in process. We have been able to identify areas

that can now be worked on as a GP committee.
— LFM Participant
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Consultancy Protocol

This consultancy protocol is a structured process to tap into the collective knowledge and
experience of colleagues about ways to address a current, and likely shared, challenge or
issue. Participants have the opportunity to frame a challenge they are facing, offer thoughts
and perspectives, and listen attentively. This tool is useful in professional learning settings,
particularly when educators from different colleges are together. The consultancy protocol
provides an opportunity to draw on the strengths of colleagues’ experiences.

Obijectives:
« Draw on the collective knowledge and experience of colleagues who have faced similar
challenges orissues
+ Dive deeply into details of a challenge orissue
+ Using the protocol, learn to listen without immediately responding

Activity:

This activity can be done individually (circulating among a group of three) or between two teams
that take turns presenting a challenge or issue and responding to each other. If done in teams,
trade presenter and consultant roles and repeat protocol, total one hour. If done by a group of
three individuals, participants take turns as presenter, with the other two as consultants. Repeat
three cycles, 30 minutes each, one and a half hours total.

Roles
+  Presenter(s) - team or individual who identifies and presents a challenge orissue
+  Consultant(s) - team or individual who listens, questions, and offers suggestions
+ Facilitator - timekeeper who keeps the participants on time

Protocol (30 minutes)

Presenter(s) describes the challenge or issue (5 minutes)
Presenter(s) frames the issue or challenge as a question

Consultant(s) asks clarifying questions (5 minutes)

Consultant(s) ask clarifying questions to be sure they understand the problem and gain more
information (may take notes). Clarifying questions verify facts and details within the presented
dilemma. The consultant(s) might reframe and rephrase statement to check for understanding.

Examples of clarifying questions:

How long would this take to plan and to implement?
How many students are you talking about?

What resources are being used for the program now?
Who has the responsibility to make decisions about this?
What has already been attempted?

AW



Consultants ask probing questions (5 minutes)

Consultants ask probing questions to go deeper into the nature of the challenge, issue
or dilemma (may take notes). Probing questions dive deeply about the issue, challenge
assumptions, and might ask for different perspectives. Probing questions move the focus from

reaction to reflection.

Examples of probing questions:

1. Whatis this a case of? What general principle is this an illustration of?
How is this similar to and different from a related program?

2
3. What are the professional development needs associated with the proposed change?
4. What are the implications for faculty, administrators, and classified personnel if this is

addressed?

Consultants talk among
themselves about the problem
(10 minutes)

Consultants talk among
themselves about the challenge or
issue. Presenter listens and takes
notes but does not respond or
interrupt.

Presenter reflects on what they
heard and discuss (5 minutes)
Presenter reflects on what they
heard and discuss how they might
apply some of the ideas and
perspectives offered.

4
Source: consultancy protocol adapted from
National School Reform Faculty
https://www.nsrfharmony.org/wp-con-

tent/uploads/2017/10/consultancy_0.pdf

Source: clarifying and probing questions
http://schoolreforminitiative.org/doc/prob-

ing_questions_guide.pdf
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Writing a Pedagogical Case

As middle leaders engage in change at their colleges, they are likely to encounter a number of
challenges and issues. A pedagogical case study provides the opportunity to consider an issue in
a broader, perhaps more abstracted context. Writing a pedagogical case can help a middle leader
or team clarify the issues and frame a problem to share with others, including colleagues at other
colleges.

Obijectives:
« Frame a challenge to share with others
+  Problem solve
«  Exercise decision making in complex situations
« Learn from others’ experience

Writing a Pedagogical Case

A pedagogical case is a one- to two-page summary of an issue that a middle leader or team has
found challenging. A case focuses on a conflict or dilemma, which may already be resolved or
not yet resolved. Writing a case can help a middle leader or team clarify the issues and frame a
problem thatis likely to be shared at other colleges.

Atemplate for writing a pedagogical case is provided along with a series of questions that will
lead you through the process of constructing your own case study. In the process of writing, you
can consider which aspects of the story are likely to be general—and shared at other colleges—
and which are particular to your local setting.



How To Write a Pedagogical Case

Set the Scene: Where is this happening and who are the actors?

The first paragraph sketches out the context and introduces the actors. The description of

the setting includes relevant organizational and cultural information about the college. In
choosing what information to include, consider how factors like size or location of the college
may influence the way the issue plays out in your setting or in another setting. In describing
the major actors, there will likely be a description of people in positions, with some personality
characteristics.

Frame the Issue—The Lead Up: Why is this an issue at this time?

What long term trends and recent events have contributed to the development of the problem,
or emergence of the issue? External or system-wide forces may have contributed or precipitated
the problem; local events or decisions are also part of the picture. While some details will be
included, this is a broader exploration of the landscape, with critical forces highlighted.

Focus on the Conflict: What is the heart of this conflict?

How is this issue or problem being expressed in practice? What are the different perspectives
and different needs that contribute to the tension? This section clarifies and concentrates on
the heart of the issue. Different players may have different interpretations of the issue and what
solutions are possible.

Analysis and Reflection: How could this issue be resolved?

What are the possibilities for resolution? At the time of writing this case, the issue may already
have been resolved, or may still be ongoing. Even if the issue has been resolved, the leader can
take this opportunity to reflect on other possible approaches, as well as look at the implications
and next steps. Would resolution of this issue open up or shut down other possibilities?

Questions for discussion: What does someone outside the situation see in this case?

Discussion questions help clarify the issue and give readers a chance to think through relevance
to their own setting. For example, what are the central issues in this case? What problem are
these people trying to solve? What needs are demonstrated? What strengths and resources are
available to address the issue? What are possible ways to resolve this issue in this setting? Do you
see similar issues at your college?



Template for Writing a Pedagogical Case

Set the Scene: Where is this happening and who are the actors?

Frame the Issue—The Lead Up: Why is this an issue at this time?

Focus on the Conflict: What is the heart of this conflict?

Analysis and Reflection: How could this issue be resolved?

Questions for discussion: What does someone outside the situation see in this case?



Leading From the Middle Pedagogical Cases

The following three pedagogical cases have been constructed around issues identified by LFM
colleges:

1. College Committees and Shared Leadership
2. Engaging Resistance in College Redesign
3. Change in Executive Leadership

While the cases are based on an experience of one college that participated in LFM, other colleges
are likely to encounter similar issues. Middle leaders can use the cases and discussion questions
to frame and share a challenge with others, collaboratively problem solve, and exercise decision
making in complex situations. Cases provide an opportunity to learn from the experiences of
others.

1. College Committees and Shared Leadership

To meet the transformational challenges of the Guided Pathways design, colleges will need

to rethink their procedures and practices. The Guided Pathways design, for example, calls for
cross-functional teams. Voices that have not typically been involved in governance are needed;
collaboration needs to occur across historical silos.

The Situation at Central College

Central College is a large suburban college with approximately 20,000 FTE students. Over the
years, it has been known for innovation and programs that supported student success. However,
like so many other colleges, recently it has had turnover at the executive level, particularly vice
presidents.

In preparation for accreditation, the college developed a tri-chair leadership model. They created
one central campus accreditation oversight committee with faculty, classified, and administrator
representatives. Design teams reflected this same leadership model. Each team had clearly
defined action plans and deadlines; the three constituencies collaborated on gathering evidence
and developing the narrative for the self-study.

Educators who took part found that the cross-functional design let them develop working
relationships with colleagues with whom they would not usually interact or work. For example,
one team bridged instruction and maintenance. An educator described how “it felt like everyone
had a voice and we were all in it together”

Inspired by this positive and productive experience, the college decided to implement a similar
tri-chair model for all of their 60 college-wide committees. In the accreditation experience, the
college felt it had created a viable collaborative leadership model. They saw how effective it
had been and were excited to continue the tri-chair model. However they did not find the same
success with committees across the college. On reflection about this lost momentum, they
observed some of the barriers are in the committee structure, others in the leadership.



Clarity on role of the committee

In the accreditation process, each team had a defined purpose and timeline. Many of the

other committees, however, are not clear about their role and whether (or when) they have
decision-making responsibility or are in an advisory capacity. For example, if committees are
not heard, if they make a recommendation and the final decision at the executive level does not
include or acknowledge the committee’s contribution, committee members can end up feeling
demoralized. Moreover, this has been exacerbated by recent changes at the executive level.

Participation in leadership, particularly of classified professionals

The inclusion of classified professionals has been uneven; both the terms of contracts and
reporting lines have affected their ability to participate. In some cases where classified personnel
were included on the committee and leadership, institutional roles were replicated. For example,
a classified professional was given the task of taking notes.

Culture and alignment

People want to feel that what they are doing is helpful and contributes to decision making and
planning efforts to make the student experience more effective. They are willing to participate
and collaborate. However, collective leadership and collaboration have to be modeled. If

the college wants to build community and capacity to collaborate, the committees need a
clear understanding of their role and to feel valued. Leadership development and support is
imperative.

Discussion Questions

1. What are theissues in this case? What needs are demonstrated? What strengths and
resources are available to address the issue? Do you see similar issues at your college?

2. Map or list all committees on campus. How many of these committees have clarity on their
purpose and responsibilities? How many have collaborative leadership?

What are the guiding principles for developing committees with shared leadership?

4. What professional development would prepare and support leaders for “tri-chair”
committees?

5. What happens to committee structure when executive-level leadership changes?

6. How are governance and committee structures different at a small college? How many
committees are there? How many faculty, staff, and managers are available to participate on
committees?



2. Engaging Resistance In College Redesign

Cosmopolitan College, like other community colleges in California, is moving toward big changes.
A central planning committee has been brought together to design Guided Pathways and
integrate curricular changes in the process.

Members of the Guided Pathways planning team have taken advantage of multiple professional
learning opportunities (although they will sometimes quietly admit that they feel they are
overloaded with meetings). Some of the faculty members attended a summer leadership
institute and a cross-functional team went to LFM. Planning team members have also attended
regional meetings. All of those who are part of the planning team bring back models, tools, and
ideas from other colleges to contribute to their local design effort. The cross-functional team has
been meeting, getting to know each other, and working together.

The planning team is intentional about redesigned curriculum as part of a First-Year Experience
and part of their Guided Pathways development. A few years ago, a number of math and English
department faculty who taught basic skills classes attended workshops. After the workshops,
the math faculty piloted accelerated classes in statistics. The English faculty reworked and
piloted their entry college-level classes with co-requisite courses. As Fall 2019 approaches, both
departments are working with counselors to gear up to full implementation.

The planning team feels that they have a strong plan in place to move Guided Pathways forward.
They believe this approach will provide a coherent educational experience to better serve their
students. While they recognize there are some risks and some unknowns, they are trying to
localize the Guided Pathways framework to their college.

To engage the broader campus, the planning team organized a series of campus-wide events
where they shared disaggregated data and provided a chance for questions and discussion.
While they have seen good participation, some individuals have expressed discontent with the
direction the campus is going.

Members of the planning committee acknowledge their colleagues’ responses and are trying

to understand and empathize with the underlying causes. They recognize that change is not a
smooth, straightforward process. They want to engage with those who are expressing resistance
in order to maintain forward momentum.



Observed Responses

«  Some colleagues have avoided participation. When they are approached, they
grumble that they were not asked about the pathways decision or design.

« Inaddition, a couple of senior faculty who have watched initiatives come and go
over the years seem to hope that this is another one that will (eventually) go.

«  While one or two faculty members have seemed positive in meetings, negative
messages about their views have filtered back to the planning committee.

«  With the implementation of AB 705 and Guided Pathways, a few faculty have
raised questions that they might lose some courses that they like to teach. One
reading faculty member wonders where her work will fitin.

+ Discipline and counseling faculty, as well student service personnel, have
expressed the concern that many students will not succeed in the college-level
classes without remedial preparation. Math and English faculty, for example, who
have taught basic skills courses, question the efficacy of putting students directly
in transfer-level classes. Even in the face of national and state studies, and local
data about student performance in transfer-level classes, they believe they are
protecting students from failure and believe that the slower remedial path will let
students have a more successful academic experience.

Looking To The Literature

In order to engage—create positive interactions —with both the loud and the quiet resistors,
the team is looking to resources from Leading from the Middle. They recognize that including
different perspectives from resistors strengthens the work. Resistance is a form of feedback.

From Tvarsky and Kahneman (2011), the team understands status quo bias. Simply stated,
people prefer things to stay as they are, conditions are familiar (even if not optimal), and any
change is perceived as a loss. The endowment effect, also named by Kahneman (2011) and
discussed in Tagg (2012), observes that people tend to overvalue what they own, which magnifies
the effects of any loss.



Another source, Anderson (2011) describes a range of behavioral responses that express the fear
and anticipation of loss. Several of these behaviors may be illustrated in the example above:

« Historicism: “We have tried this before, it didn’t work...”

+  Skepticism: “I don’t think this data is correct and the whole idea seems

ungrounded.”
+ Naysaying: “NO! NO!” Automatic no, no matter what the request or suggestion.

+ Passive Aggression: While a colleague might say, “I support this” to an idea or
initiative in public, they would sabotage behind the scenes with other colleagues
or other groups.

+ Disengagement/Apathy: Not present, physically or energetically.

+ Intimidation: Explosive, loud, and threatening to obstruct.

Discussion Questions

1.

Have you encountered examples of resistance at your college while in the process of
institutional transformation?

What different expressions and behaviors of resistance have you observed? What are the
roots and underlying feelings of these behaviors?

What are strategies to engage individuals with different expressions of resistance?

What role could data—quantitative and qualitative—play in engaging colleagues who are not
on board?



3. Change In Executive Leadership

The president at Northwest Community College has been at the college for two and a half years.
She has been a major force in getting the Guided Pathways planning process up and running. The
president is a go-getter and her leadership has been recognized across the state. She recently
announced that she is leaving at the end of the semester.

Over the last year and a half, the college has started to make progress on Guided Pathways

(GP). A cross-functional planning team has been formed and includes instructional and student
support personnel as well as administrators and classified professionals from across the campus.
The team had a slow start and took a while to get past logistical obstacles, but now they meet
regularly.

The GP planning team began with campus inquiry; they are developing an action plan that
includes cross-functional design teams for different GP pillars. Two middle leaders on the team
are in touch with other colleges and have heard that some colleges include students on design
teams. They want to explore that possibility.

The planning team has often turned to the president for direction and suggestions. Her
recognized leadership in Guided Pathways in the state gave her “street cred.” With support

from the president, the team organized campuswide meetings to engage the entire college
community. The responses have run the gamut from enthusiasm to a lot of questions to outright
discontent. People generally recognize that Guided Pathways is going to happen, but not
everyone seems to be on board. Some people want smaller changes and think the reforms that
they have worked on for the last decade could be shifted a bit to make pathways.

Now that the president has announced her departure, the team is trying to anticipate the
disruption that will accompany the change. They expect an interim president while the board
starts the formal search. A new president may have a different view of GP work or may want

to change the composition of the planning team. Overall, the team wants to maintain the
momentum they have started and do not want others to use the change in leadership as a way to
derail progress.

Discussion Questions

1. How does the college maintain momentum in the face of a changing executive leadership?
How does the culture of the college endure despite this change?

2. What strategic moves can the current planning team make to maintain momentum? With
which audiences across the college should they be sure to communicate and maintain strong
working relationships?

3. Arethere other sources of support beyond the campus that could be useful to the planning
team in order to maintain momentum?

4. What are the characteristics of a strong working collaboration between executive leadership
and middle leadership in college redesign?
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