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Are you…

� A person who makes change happen?

� A person who watches change happen?

� A person who wonders what happened?



Initiating Change:  Leading from Your 

Position
• Examine institutional culture and change

• Consider data and assessment as key 

components of initiatives that focus on change

• Minimize the risks and calculate the benefits

• Rebound from setbacks

• Institutionalize change

• Adopt a model for change

• Lead from your position
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What change is all about…

• Identify goals and objectives

• Identify student learning 
outcomes

•Gather appropriate evidence

• Interpret and analyze

•Implement change



We are all faced with a series of great 
opportunities – brilliantly disguised as 

unsolvable problems. 

(John W. Gardner)



The actions you propose in your action plan 

will…
• Improve student learning and 

success

• Inform future policy and practice

• Demonstrate effectiveness

• Demonstrate accountability

• Influence cultural change



Institutional Culture & Campus Politics

• Determine aspects of the institutional 

culture that need to be fostered to 

promote institutional change.

• What are the patterns of organizational 

behavior and shared values, 

assumptions, and beliefs that prevail 

on your campus?



Understand the Change Process
• Recognize change is  a process

• Change is complex and confusing; 

• 6 guidelines:

– Goal is not to innovate the most

– Best ideas are not enough

– Appreciate early difficulties (implementation dip)

– Redefine resistance as a potential positive force

– Change is transforming the culture

– Never a checklist, always complexity



Why Is  There Resistance to 
Change?

• Change means loss

• Change challenges competence

• Change creates confusion

• Change causes conflict



Minimize Risks & Calculate Benefits

Start with achievable goals to build momentum 

and confidence in your leadership ability and 

effectiveness 

– Take ownership of the challenge as you look forward 

to realistic ways to achieve desired results

– Timing is key, so don’t procrastinate

– “Manage upward” (keep your boss and campus 

leaders informed) 

– Identify key stakeholders and establish a network of 

resources to share the load



Consider key concerns/questions as you 

propose change:

– Collegial approach might be the best way to solicit 

information and build support for proposed changes

– Involve the followers in the decision making; this 

could be handled more or less formally, depending 

upon the constituents directly affected

– Protecting the interests of one group against the 

competing interests of another 

– Are there any ethical issues to consider? How will 

they be addressed? 



A perspective on “failure”
“I’ve missed over 9,000 shots in my career.  I’ve lost 

almost 300 games.  Twenty-six times I’ve been trusted 

to take the game-winning shot…and missed.  I’ve failed 

over and over and over again in my life.  And that is why 

I succeed.”

(Michael Jordan)



Proper Prior Planning Prevents Poor 

Performance 

However, even the best plans rarely move along 

without hurdles

Stay Flexible 

Don’t be thrown completely off course when 

faced with a problem

Stay Alert 

Keep lines of communication open with those 

who can help you make key adjustments





Consider and respect that…
• Change processes can be hindered by 

violating cultural norms or enhanced by 

sensitive strategies

• Distinct organizational cultures impact the 

process  

• People want to see that their hard work is 

leading toward progress



Institutionalizing change
• Staff development that focuses on specific 

programmatic areas can build new capacities 

within your faculty and staff  

– Additional attention to your current personnel 

resources can provide an option to utilize existing 

staff, when you discover your talent pool is not 

sufficient

• Additional financial resources may be available 

and could get the plan back on track - Money 

Matters!



Institutionalizing change

• Propose an infrastructure that supports the 

change – think outside of the box

• Be creative with organizational reporting and 

resources – use informal networks

• Know when to cut your losses and move on –

you may have to lose a battle to win the war.



Institutionalizing change…
• The final goal of any project is a tangible product 

that serves as an example of your 

accomplishments and guides further revisions 

and improvements

• Write a report - whether formal or informal, 

widely-distributed, posted on your web site, or 

distributed with limited access, your report will 

demonstrate what you have learned from your 

efforts and how it informs program improvement



There is no best way to do something in an innovative 

organization.  Risk assumes processes will not be perfect.

Tierney (1999), Building the 

responsive campus. 



A model for change…

Tasks

Strategy

Structure

People



Tasks

• Make sure others see the need for change

• Be specific about what needs to be 

accomplished

• Make sure that others understand what 

needs to be accomplished

• Adapt solutions to fit your institution

• Assess, assess, assess



People
• Focus energy on the “skeptics”

• Listen to the “devil’s advocates”

• Don’t let the “buzzards” get you down

• Understand what motivates people to change

• Network with the opinion leaders and 

boundary spanners



Structure
• Realistic expectations of individuals in the 

formal administrative structure

• Continuous communication with key 

administrators

• Student learning is an “open” system

• Responsibility and authority are not the 

same thing
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Success
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Strategy
Promote “normative change”
A prescriptive model which evaluates alternative 

solutions to answer the question, "What is going on?" 

and suggests what ought to be done or how things 

should work according to an assumption or standard. In 

comparison, a descriptive model merely describes the 

solutions without evaluating them. Used mainly as a 

standard for measuring change. 

Involvement!

Assessment!



Normative change

Gis the most positive strategy for 

accomplishing change in the campus 

environment

Gevery stakeholder involved with or 

affected by decisions should have input 

into those decisions



Why this approach?

• Student success must be rooted in the 

campus culture

• No single administrator can bring student 

success changes

• Allows for airing and mediating divergent 

viewpoints

• Promotes ownership and lasting change



• Promote normative change

• Think small wins

• Aim for a win-win

• Maintain focus on student success



“Coming together is a beginning, staying together is 

progress, and working together is success.

(Henry Ford)



In order for Change to be Effective and 

have long-term impact, it is essential 

that you 

Remain focused on 

student success



The Global Community for Academic Advising

What Is Our Responsibility for 

Ensuring Academic Advising 

Becomes Recognized as a 

Profession and We On Our 

Campuses Are Respected For the 

Work We Do for the Academic 

Mission

of the Institution?



The Global Community for Academic Advising

The Professionalization of Academic 

Advising: Where Are We in 2010?

• Leigh S. Shaffer, West Chester University

• Jacqueline M. Zalewski, West Chester University

• John Leveille, West Chester University

NACADA Journal Volume 30(1) Spring 2010



Advising and Retention

� Define more clearly our field of study, our 

discipline, and our body of research

� Make the discussion of our discipline, 

skills, and strategies an expectation and 

a requirement on our campuses – not a 

luxury

� Take an active participatory role in the 

scholarly inquiry of our field – research, 

analysis, and publication

37



Advising and Retention

� Share with academic colleagues and 

administrators our field of study and 

research

� Participate in scholarly inquiry and study:
� Attending and presenting at NACADA 

conferences

� Publishing in the field

� Taking part of the graduate preparation 

opportunities

� Join NACADA and participate
38
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Advising and Retention

Clearly, due to a myriad of reasons, higher education 

across the world is at a pivotal place in history; but no 

reason is as important as the increasing focus on 

Student Success! Academic advising is key to this 

success. I encourage all of NACADA’s nearly 10,000 

members to be active participants in the change of 

culture at our institutions. Begin today –share this 

issue of Academic Advising Today with campus 

administrators; use the vast resources available 

through your NACADA membership to influence 

campus decision-makers.

Stand up and become the key advocate for student 

successand academic advising on campus!

Charlie Nutt , NACADA AAT Spring 2010 40



```

The first responsibility of a leader is to define reality.  The 

last is to say thank you.

(Max DePree)


