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1. Prepare to discuss the Capstone Case at our next 
(final!) session. 

2. Review your journal and start an Individual 
Development Plan for how you will continue your 
growth as a leader. 

Homework
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Pulling it all together

Each group is (together) the director of the institute.

Use everything we have discussed this year.

How will “you” address these challenges?

Each group will present ideas to the full cohort:

Capstone Exercise:
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Accountability

Transparency

Process

https://unsplash.com/@jeremythomasphoto?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


PRINCIPLED 
ACADEMIC 
LEADERSHIP

ncpre

Academic Environment

Multiple 
Constituencies
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Decentralized 
Environment

Rewards & 
Incentives

Long Term  
Relationships
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Today’s World…

Complexity AmbiguityUncertaintyVolatility
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“Formative Distrust” 
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Leading with Intention

Leadership with a clear sense of 
purpose and direction in mind.

How you get there is just as important 
as what you are trying to achieve: the 
right goal can be undermined by flawed 
or absent process.

and
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Leadership Responsibilities
Establishing and communicating purpose

Making effective and ethical decisions

Building, empowering a functional team

Creating, managing responsive processes

Cultivating culture of open, frank communication

Create a culture of inclusive excellence
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Articulate 
Values & Goals 

Use them to 
guide actions, set 
mission-guided 

priorities

A

Know yours 
strengths, 

weaknesses, 
reflect, build skills 

Manage 
Yourself

Data and 
Transparency 

Promote  
objective measures 

of success,  
be accountable 

Leadership &  
Legitimacy 

Understand your 
role; set, respect 

boundaries; 
maintain credibility 

 

Norms, 
Expectations

Create a culture 
of excellence, 

model what you 
expect of others 

Principled Academic Leadership Foundations
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communication listening, asking 
questions

influence and persuasion negotiation

giving and receiving feedback

dealing with conflict what is success?
 critical friends 

becoming/being 
an authority figure  mentoring & power

Analytical 
Decision-Making 

(DMF)
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Putting Into Practice
Communicating the framework 

(assumptions)/modeling the thinking

Creating a practice for trying new 

things and learning from them

Building trusting relationships 

with people around you
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Reading: What do you want to learn about?

An overview
Hard 

conversations
Feedback is 

helpful
Change is hard, 
and we need it

Negotiation  
skills
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NCPRE website

https://ncpre.csl.illinois.edu

Leadership Collection

https://lcpathways.web.illinois.edu
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NCPRE Leadership Collection
Collection of  resources for developing yourself, motivating, and leading strategically

1. Developing Yourself 
2. Leading and Managing a Unit 
3. Leading Beyond the Unit

Focal Areas Collections Updates
Just-in-time (now!)

Deep Dive (deep knowledge)

The Leadership Collection is regularly 
updated with new resources

Na#onal Center for 
Professional & Research Ethics

When	problems	undermine	a	university	unit’s	ability	to	ful6ill	its	mission,	or	expose	an	institution	to	liabilities,	
one	option	regularly	exercised	is	to	recruit	a	new	leader	from	outside	the	institution	to	provide	new	direction.	
If	you	applied	(or	accepted	a	nomination)	in	such	a	situation,	and	were	selected,	you	now	face	the	reality	of	
leading	this	potentially	troubled	unit.	The	following	thoughts	offer	some	perspectives	on	how	to	set	priorities	
to	achieve	positive	change.	

Start with a Thorough Grounding in How Vibrant Units Perform 
Functional	units	not	only	ful.ill	their	academic	mission	with	a	commitment	to	quality	across	their	missions	through	
shared	governance,	their	culture	includes	an	ethos	of	trust	and	respect,	free	from	inappropriate	external	in.luences.	
They	generally	have	strong	leadership	with	high	levels	of	integrity,	characterized	by	clear	communication,	
transparency,	planning,	and	shared	decision-making.	The	critical	capabilities	of	a	healthy,	fully	functional	unit	are	
fourfold.	It	should:		

• Execute	a	robust	curriculum	through	high-quality	instruction	that	enrolls	an	appropriate	number	of	
students;		

• Conduct	scholarship	meeting	institutional	standards	that	is	widely	published	and	impactful;		
• Encourage	individual	faculty	to	contribute	to	the	institutional	mission	through	service	to	the	university,	the	

profession	and	society;		
• Do	all	of	this	in	a	collegial	and	mutually	supportive	atmosphere	that	is	ethically,	legally,	and	.iscally	

responsible.		

Triage the Situa9on 
Undoubtedly,	you	have	been	provided	perspectives	from	colleagues	and	others	familiar	with	the	unit.	Inevitably,	
some	of	these	will	be	biased	and	some	of	your	efforts	may	be	in	vain	unless	you	have	an	accurate	understanding	of	
the	issues.	

• Meet	with	individual	faculty	members,	staff,	students,	stakeholders	and	more	senior	administrators.		Ask	
three	questions	
๏ What	are	your	personal	goals?	
๏ What	are	the	goals	for	the	unit?	
๏ What	are	the	impediments	to	achieving	these	goals?	

• Set	a	goal	to	achieve	this	in	a	timely	manner	and	stick	with	it.	
• Listen	attentively,	take	notes--avoid	any	evaluative	comments;	you	are	building	as	broad	a	picture	as	

possible	before	anything	else.	
• Do	not	make	premature	assessments	or	decisions.	Keep	your	own	counsel	while	you	are	gathering	

information.	Take	a	week	to	re.lect	on	what	you	have	heard	and	set	action	priorities	in	three	categories,	
across	each	area	in	which	action	is	needed	to	achieve	improvement	in	the	unit’s	core	capabilities:	
๏ Immediate	action	
๏ Things	to	be	done	over	the	next	two	to	four	months	
๏ Actions	to	be	taken	at	some	future	time	

© R. Easter, C.K. Gunsalus. Licensed through the Board of Trustees 
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Assuming Leadership of a Dysfunc#onal Unit - Quick Tips

Na#onal Center for 
Professional & Research Ethics

A	wise	and	thoughtful	former	administrator	will	refrain	from	judgmental	comments	and	offer	private	advice	
to	the	replacement	only	when	asked.	Sadly,	that	is	not	always	what	happens,	and	experience	shows	that	after	
leaving	a	post,	some	=ind	it	challenging	to	overcome	the	temptation	to	continue	to	be	involved	in	decisions	
affecting	the	unit.	(This	can	be	even	more	dif=icult	when	the	leader	returns	to	a	faculty	position	in	the	same	
unit.)	Comments,	even	well-intended,		can	undermine	a	successor	working	to	establish	a	clear	identity	and	gain	
the	respect	and	support	of	faculty	and	staff.		Even	more	complex	are	those	situations	in	which	the	successor	is	
faced	with	dealing	with	unhelpful	and	even	disruptive	remarks.	Here	is	some	advice	if	you	are	faced	with	this	
awkward	situation.		

Create the Best Possible Rela0onship with Your Predecessor 
• Establish	regular,	not	overly	frequent,	meetings	with	the	individual	and	earnestly	seek	advice	on	issues	

important	to	the	unit.	An	experienced	leader	may	have	insights	that	can	be	invaluable.	And,	in	the	process,	
you	may	effectively	neutralize	potential	criticism	that	you	never	solicit	input	from	an	individual	who	is	
undoubtedly	respected	by	some,	if	not	all.	

• Show	respect	for	your	predecessor	through	positive	comments	in	conversations	and	meetings.	Even	if	the	
predecessor	left	a	mess	or	caused	lingering	problems,	demonstrate	respect	for	his	or	her	willingness	to	
serve.	This	will	reBlect	well	on	you	as	a	leader	and	leave	the	former	leader	room	for	personal	dignity.	

• Avoid	to	the	maximum	extent	any	criticism	either	privately	or	publicly	of	the	individual	and	his	or	her	
tenure.	Maintain	silence	rather	than	say	anything	derogatory.	Anything	you	say	may	be	repeated	and	turned	
against	you.	

• If	it	is	necessary	to	alter	or	revoke	decisions	of	the	former	leader,	do	what	must	be	done.	Before	taking	any	
such	step,	it	is	generally	wise	to	seek	advice	and	open	comment	before	acting.	This	can	protect	you	from	the	
appearance	of	creating	change	for	selBish	reasons	or	out	of	your	own	vanity.	

Take Proac0ve Steps to Establish Your Iden0ty as the Leader 
• Engage	actively	and	purposefully	with	faculty	and	staff,	both	individually	and	in	groups.		This	will	increase	

your	knowledge	of	people	and	programs	in	the	unit,	and	build	respect	and	trust	for	you	as	a	leader.	
• Make	decisions,	even	small	ones,	that	demonstrate	both	your	leadership	role	and	commitment	to	the	well-

being	of	the	unit.		In	the	absence	of	an	identiBied,	willing	leader	someone	will	emerge	as	the	authority	
Bigure.	If	it	appears	that	you	have	not	assumed	that	responsibility,	your	predecessor	may.		

• Speak	genuinely	and	with	pride	of	the	accomplishments	of	“our”	unit.	Use	“we”	as	often	as	possible	when	
discussing	the	unit.	Avoid	“I”	messages	and	talking	about	“your”	unit	in	favor	of	those	that	emphasize	the	
contributions	of	many:	“Our	department	has	succeeded	in	key	recruitments	this	year”	is	a	far	better	
leadership	message	than	“I	recruited	great	faculty	this	year.”	

• Be	visible	and	active.	Attend	events,	recognize	accomplishments,	and	be	a	cheerleader	for	the	good	work	
going	on	in	the	unit.		

• If	the	beginning	of	your	tenure	permits	new	investments	or	improvements	in	the	work	of	the	unit	or	
individual	members	of	it,	be	involved	in	transmitting	the	good	news,	and	involve	others	in	planning	for	
ways	to	build	upon	those	gains	for	others.		
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Dealing With A Disrup#ve Predecessor - Quick Tips

Decision Making Framework 
An analytical habit to assess problems and develop constructive approaches to their resolutions.	

1) What are the issues? 
 - what is at stake? what are the potential consequences? 
 - what caused the problem? how urgent or serious is it? 
2) What rules or regulations apply? 
 - institutional regulations? laws? unwritten rules? code of  ethics? 
 - what family or community-based expectations are there? 
3) What questions do you have or data do you need? 
 - what is the context? what information do you have? what information do you not have? 
 - what data would share more light on the issue? how do you get it? 
 - how will other perceive the problem? what if  you’re wrong?	

4) Who, and what, are the resources you have available? 
 - what were you taught? what does your internal compass tell you? 
 - what do the rules and regulations say? are there personal values that apply here? 
 - are there any mentors or reliable confidants you could consult with? 
5) What are your options? 
 - what are the like consequences of  each option? 
 - who is affected by each option? 
 - are there any preventative measures you can take to address predictable problems? 
6) What will you do? What will you say? How (exactly) will you say it? 
 - what is your plan of  action, including a timeline of  execution? 
 - what are the pertinent materials? what goals will you set? what scripts will you need? 
 - what is the option that best serves a fair and just outcome?		

Habits are behaviors that we repeat so often they become second nature; you don’t have to think each time about what 
you will do or how you will approach a situation. Habits reduce cognitive load by putting basic items into your ‘auto-pilot’ 
systems; they help us focus so we can make important choices more effectively. Is the DMF a habit of  yours? Analytical 
decision-making can strengthen your choices and help assure the consequences that follow them are ones you have 
chosen, thoughtfully, consciously and purposefully. 

Engage both the rational and the emotional aspects of  your brain in solidifying the habit. Be specific and analytical in 
attaining your goal; break the process down into smaller steps when they seem intimidating; and shape your path and 
adjust your environment to make it easier for you to adopt the new behavior. 

Habits allow your to engage with the rest of  your life more efficiently. Using a structured Decision-Making Framework 
allows you to make better decisions.  

Practice it! Make it a habit

© Board of Trustees of the University of Illinois 2016

PART ONE: OPENING UP THE PROBLEM

“We are what we repeatedly do. Excellence, then, is not an act, but a habit.”    - Aristotle 

PART TWO: MOVING TOWARDS ACTION

BUILDING HABITS

Resource Code: Background Material Adapted from  C. K. Gunsalus
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50
Cases
Short

With 
Answers!

+
someone should read all of these and see if they are still timely and relevant; not sure we want this for IGB?????
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Into the Future…

What one or two specific goals are you 
setting for yourself?  

What are your metrics?  

Milestones? 

What will be different if you succeed?
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What are your takeaways from this program?

What would you like to learn more about?

The most useful thing I can apply is…

Take a few moments:
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Don’t let it be about you.
Focus on principles and facts.
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Manage for the good of the whole.

Leadership Academy
EXCELLENCE in 
ACADEMIC 
LEADERSHIP

ncpre
PRINCIPLED 
ACADEMIC 
LEADERSHIP

ncpre

Change the script by 
changing your lines.
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“Action expresses priorities”
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Questions or concerns?

Key takeaways?
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Thank you!
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Please help your colleagues by  
completing an evaluation.


