
Consider a common concern that 
requires integrative leadership.  

•  Send this 
information as a 
text message to 
– 612-41CHIME 

(612-412-4463) 
•  In the text message, 

type 4633 followed 
by your answer. 
– Your response will be 

anonymous.  
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 “Integrative leadership fosters collective 
action across boundaries to advance the 
common good… It is a pragmatic approach 
based on the recognition that the broad 
problems…require joint leadership…” 

  - CIL Presenter Guidelines for Friday Research Forums 



 “Little current research 
examines the type of leadership 
needed to cross boundaries 
and attain collective action on 
common concerns.” 

– CIL Presenter Guidelines for Friday Research 
Forums 



Today… 
•  Think more boldly about integrative leadership. 

•  Consider shared leadership as a means to foster collective 
action across boundaries to advance the common good. 

•  Share stories from the field.  
•  Document shared leadership efforts at the University as well 

as the institutional conditions for enabling shared leadership.  

•  Consider shared leadership attributes for attaining 
collective action on common concerns 
–  Focus on understanding the current challenges and 

opportunities facing the practice of shared leadership.  
–  Success indicators made possible through the foundation 

and practice of shared leadership. 



In search of shared leadership 
•  Local 
•  Statewide 
•  Regional 
•  National 
•  International 

•  Consortia 
•  Informal / ad hoc teams 
•  Assigned teams 
•  Other… 

Questions: 
 How have you been part 

of shared leadership? 

 Was it as part of a … 

 How would you describe 
your experience? 









Consider a common concern that 
requires integrative leadership.  

•  Send this 
information as a 
text message to 
– 612-41CHIME 

(612-412-4463) 
•  In the text message, 

type 4633 followed 
by your answer. 
– Your response will be 

anonymous.  



Approaches to change 

Routine change Strategic change Transformative change 

1.  Sustains status quo 
2.  Leadership is solo 
3.  Scope is siloed 
4.  Applies routine 

expertise 
5.  Focuses on policy 

compliance 
6.  Requires buy-in from 

local management 

1.  Sustains status quo 
2.  Leadership is a team 
3.  Scope is bridged 
4.  Applies strategic 

expertise for redesign 
5.  Focuses on planned 

change 
6.  Requires buy-in from 

upper admin 

1.  Disrupts status quo 
2.  Leadership is shared 
3.  Scope is shared 
4.  Applies adaptive 

expertise to major 
challenges 

5.  Focuses on innovation 
6.  Requires buy-in from 

many levels 

Baer, Duin,&  Ramaley. 2008. Smart Change. Planning in Higher Education. 



What type of change does your 
common concern represent? 

•  Send your 
response as a text 
message to 
– 612-41CHIME 

(612-412-4463) 
•  In the text message, 

type 4634 followed 
by your answer. 
– Your response will be 

anonymous.  





 One should not merely 
look to the designated 
leader for guidance, but 
rather that one should let 
logic dictate to whom one 
should look for guidance 
on the basis of 
individuals’ knowledge of 
the situation at hand. 

  Mary Parker Follett (1924) 



 “Shared leadership occurs when group 
members actively and intentionally shift 
the role of leader to one another as 
necessitated by the environment or 
circumstances in which the group 
operates” (151). 

  Pearce, Hoch, Jeppesen, & Wegge (2010) 



 Those practicing shared leadership… 
 “Conceptualize leadership as a more 

relational process, a shared or 
distributed phenomenon occurring at 
different levels and dependent on 
social interactions and networks of 
influence.” 

  Fletcher & Kaufer (2003) 



 “A dynamic, interactive influence 
process among individuals in groups for 
which the objective is to lead one 
another to the achievement of group 
or organizational goals or both. This 
influence process often involves peer, or 
lateral, influence and at other times 
involves upward or downward 
hierarchical influence” (1). 

  Pearce & Conger (2003)  



 “Shared leadership is expected to 
emerge over time through a series of 
team member interactions… Shared 
leadership is defined as an emergent 
process of mutual influence, in which 
team members share in performing the 
leadership functions of the team” (203). 

  Small & Rentsch (2010) 



 “Shared leadership involves a process where all 
members of a team are fully engaged in the 
leadership of the team: Shared leadership entails a 
simultaneous, ongoing, mutual influence process 
involving the serial emergence of official as well as 
unofficial leaders. Since shared leadership 
inherently includes a sharing of power and influence 
(with all members possessing significant power and 
exercising meaningful influence as needed in the 
process of performing work) it naturally tends to 
help create a set of leadership ‘checks and 
balances’ in the overall leadership system” (353). 

  Pearce, Manz, & Sims (2008) 



 “In these contexts, all members are 
fully engaged in leadership, working to 
foster simultaneous, ongoing, mutual 
influence; promote serial emergence of 
official and unofficial leaders; and create 
“a more robust, flexible, and dynamic 
leadership infrastructure” (172). 

  Cox, Pearce, & Sims (2003)  



 “Shared leadership entails broadly 
sharing power and influence among 
a set of individuals rather than 
centralizing it in the hands of a single 
individual who acts in the clear role of 
a dominant superior.” 

  Pearce, Manz, & Sims (2009) 
   



 “Shared leadership is not a replacement 
for ‘leadership from above;’ rather, it 
works in conjunction with more 
traditional hierarchical leadership, thus 
giving an organization a more flexible, 
dynamic, robust and responsive 
leadership platform” (237). 

  Manz et al. (2009) 



Those practicing shared 
leadership should… 

•  Look beyond the designated leader 
•  Shift the role of leader as needed 
•  See leadership as relational and 

emerging over time 
•  Lead together to achieve goals 
•  Foster simultaneous, mutual influence 



Vertical vs. Shared Leadership 

Vertical 
  Identified by position in a 

hierarchy 
  Evaluated by whether the 

leader solves problems 
  Leaders provide solutions & 

answers 
  Distinct differences between 

leaders & followers 
  Communication is formal 

Shared 
  Identified by quality of 

person’s interactions 
  Evaluated by how well people 

are working together 
  Leaders provide multiple 

means to enhance the process 
  Members are interdependent 
  Communication is critical 
  Values honesty and seeks a 

common good 





Case Study:  Newco 
 On July 1, 2006, the University of Minnesota, Twin Cities, 

went from 20 colleges to 17. It welcomed three newly created 
colleges--the College of Food, Agricultural and Natural 
Resource Sciences (CFANS); the College of Design; and the 
College of Education and Human Development (CEHD)--to 
campus, signaling its determination to ensure a brighter future 
for itself. 



Why change? 

 As the 2003 legislative session begins, lawmakers 
are staring down the barrel of what Governor Tim 
Pawlenty calls "a big honkin’ deficit" in Minnesota’s 
budget, both for the remainder of this fiscal year as 
well as the next two-year cycle (biennium)… the 
state’s revised budget forecast, released in early 
December, projects that the deficit will climb to $4.56 
billion by the end of the 2004–05 biennium with an 
immediate shortfall of $356 million for the rest of this 
fiscal year (ending June 30). The budget forecast 
sent shock waves throughout the state. 

•  http://www1.umn.edu/urelate/kiosk/0103kiosk/deficit.html  





•  Look beyond the designated leader 
•  See leadership as relational 
•  Lead together to achieve goals 
•  Shift the role of leader as needed 
•  Foster simultaneous, mutual influence 



Change blueprint 
Develop 
the Case 

Build 
Capacity 

Manage 
the Change 

Assess the 
Change 

Engagement How will you 
engage the 
organization and 
community? 

How will you 
develop trust 
and foster 
information 
exchange? 

How will you get 
ongoing input 
for continuous 
development? 

How will you use 
campus and 
community 
resources? 

Shared 
Leadership 

Who will work 
together to share 
goals, 
expectations? 

Who will share 
responsibility for 
development of 
the initiative? 

Who will share 
responsibility for 
managing the 
initiative? 

Who will share 
accountability 
for launching/ 
assessing it? 

Transformative 
Goals 

What plan will 
lead to the 
development of 
transformative 
goals? 

What 
documentation 
will detail the 
transformative 
goals? 

What reports will 
be used to share 
initial progress? 

What structure 
will maintain and 
sustain the 
initiative? 





Associate deans’ collaboration 
  

– Co-hosted lunches 
across colleges 

•  Over 120 faculty from 
our two colleges 
(representing about 
40% of the faculty) 
attended eight 
lunches held between 
May 30 and June 9, 
2005. 

– Launched working 
groups 



Transparency 



Input 



Working groups’ guiding 
principles 

•  Equal representation (CNR and COAFES) 
•  Self interest will not prevail; expect all to act in the interest of the 

University 
•  Go for innovation 
•  Best serve students in the most progressive way 
•  People will be heard (open process) 
•  Statute of limitations; no “rear view mirror” thinking 
•  Fluid exchange of expertise so boundaries don’t get in the 

way__ 
•  Co-chairs of each (one from CNR; one from COAFES) 



 As evidence of the power of this structure to 
engage people and promote shared 
leadership, at a time (Fall 2005) when faculty 
and students were incredibly busy with a new 
term, over 260 people volunteered to be part 
of these groups! Around 200 people served 
on the groups, with the additional volunteers 
providing responses to the working group 
recommendations. 



Administrative Task Force 
•  The goal of this task force is to transform the “centralized vs. 

decentralized” administrative structure at the University into a 
“defined-distributed” model.  This task force will reexamine and 
redefine which administrative and support service are best 
delivered centrally, which best by individual colleges and units, 
and which best by sharing or clustering services across colleges 
and units.  These models will be created within a common, 
integrated administrative infrastructure that is as seamless to 
users as possible.  Without commonality, the University cannot 
compete against other educational and research institutions and 
cannot otherwise effectively leverage limited resources. 

–  http://www1.umn.edu/systemwide/strategic_positioning/
tf_admin_admin_structure.html  



•  Relationship between performance and 
values-based shared leadership. 
– Commitment to an ongoing creative process 
– Recognition of every organization stakeholder as a 

valuable resource  
•  Roving leadership. 
•  “We really worked hard to live our values in 

the midst of that trial…and I think we did a 
really incredible job.” 

•  Manz, Manz, Adams, & Shipper (2010) 



What institutional conditions need to be in 
place to support shared leadership? 

•  Send your response 
as a text message to 
– 612-41CHIME 

(612-412-4463) 
•  In the message, 

type 4706 followed 
by your answer. 
– Your response will be 

anonymous.  



Case Study: IT at UMN 
Beginning in 2007, OIT had… 

110+ separate Web sites 22+ logos 



Why change? (context in 2007) 
•  Perfect “IT” storm --  

–  New budget model; technology cost pools 
–  Exponential growth in use of Central technologies 
–  Enterprise web development resources largely consumed by 

Enterprise Financial System ERP 
–  Central report on Administrative clustering (IT as single 

enterprise) 
•  Change strategy – foster shared leadership 

–  Connect to land grant mission and align to institutional goals 
–  Introduce and practice key principles (ACTIVE) 
–  Launch strategic “One OIT” organizational identity 
–  Launch cross-functional working groups  
–  Focus on internal climate; foster external partnerships 



Shared leadership principles 
--ACTIVE 

•  Alignment 
• Communication 
•  Transparency 
•  Input for innovation 
•  Value on investment 
•  Evidence-based decision making 



Align with institutional goals 
  
 Mission: Serve as a catalyst for innovatively 

leveraging technology to advance and support 
extraordinary education, breakthrough research, 
and dynamic public engagement. 

 Goal: Advance the University of Minnesota’s 
goal of becoming one of the top three public 
research universities through the innovative and 
strategic application of information 
technologies. 



Alignment – “One OIT” 



Communication 



Transparency 
--FY09 Common Good & Service Statements 

Student,Faculty, 
Staff Support 

• Helpdesk (1-HELP) 
• Training 
• Digital Media Center 
• Computer Labs 
• Security 
• MS license 
• Back-Up 
• Automated Desk-top 
Computer 
Management (AD) 
• Data Base (Oracle) 

Communications 

• Data Network 
• Telephones 
• Wireless 
• Unified Messaging 
• VOIP 

Productivity 
Applications 

• Operating System 
• MS Office 
• File Systems (AD) 
• Web Collaboration  
 (UMConnect) 
• Email 
• Calendar (UMCal) 
• Portal 
• File Storage (SAN) 

• Personal space 
• Enterprise storage 

• Web Content  
 Management 
• Wiki 

Business 
Applications 

• PeopleSoft 
• Campus Solutions 
• Financials 

• WebCT Vista 
• Moodle 
• Imaging (ImageNow) 
• Library Automation 
• E-Research 
• IMS Reporting 
• GradPlanner 
• Portfolio 
• GoldPass II 



FY09 OIT Budget Allocation Headcount Breakdown

Business Applications $26.02

PeopleSoft

Database (Oracle)

Financial System

Imaging (ImageNow)

Library Automation

E-Research

IMS Reporting

Other

Communications $16.18

Voice Network

Data Network

Student, Faculty, Staff Support $11.56

HelpDesk & Training (1-Help) 3.68

Security 3.14

Digital Media Center (DMC) 2.08

Computer Labs 1.88

Other (Active Directory, ...etc) 0.78

Productivity Applications $9.95

File Storage & Back-Up 5.32

MicroSoft Licensing 2.62

E-Mail & Calendar 1.26

Portal 0.26

Web Collaboration (UMConnect) 0.17

Web Content Mgmt (UMContent) 0.15

Netfiles (Xythos) 0.09

Other (Wiki, ...etc) 0.08

Total OIT Common Good Cost $63.71

41%

25%

18%

16%



Input for innovation 

•  External Review of OIT 
–  Stakeholder “satisfaction” 

survey 

•  Employee “climate” survey 
•  Input 
 --Foster an environment of 

supervisory excellence 
 --Bring value and 

consistency to performance 
review process 

 --Foster an environment 
for employee development 



Governance 
•  IT Directors 

•  Admin Team 

•  STAT 

•  Faculty Senate 

•  Coordinate 
campuses 

Sept 

Dec 

March 

June 

FY Begins 

OIT review of 
mission,  
vision, values, 
and goals 

OIT review of 
services and 
service levels OIT units submit 

work plan ideas 
for upcoming FY 

OIT Compact 
submitted to U for 
upcoming FY 

OIT budget 
allocation set by U 
for upcoming FY 

Collegiate 
Compacts complete 

OIT sets preliminary 
work plan for 
upcoming FY  

OIT units submit proposed 
work plan for upcoming FY 

IT planning with IT 
directors 

OIT FY budget 
set by U 

6-Year IT plan 
finalized 

IT Compacts 
signed with 
deans / VP’s 

OIT / CIO work 
plan set 

OIT unit work 
plans set 

OIT director 
performance 
reviews 



Evidence 

 Observations from 
External Review team: 
–  UMN has a “culture of 

collaboration.” 
–  Majority (2/3rds) of IT 

resources are outside of OIT.  
–  OIT needs to lead in 

partnership, providing 
roadmaps. 



Shared leadership in action 



•  Importance of interorganizational 
networks 
 “Transactions occur through networks of 

individuals engaged in reciprocal, 
preferential, mutually supportive actions… 
The parties agree to forego the right to 
pursue their own interests at the 
expense of others” (182). 

– Weibler & Rohn-Endres (2010) 









What shared leadership opportunities and 
challenges does the ITLA face? 

•  Send your response 
as a text message to 
– 612-41CHIME 

(612-412-4463) 
•  In the message, 

type 4710 followed 
by your answer. 
– Your response will be 

anonymous.  





Partneringintelligence.com 



Exercise: Building Capacity for 
Shared Leadership 

Individual Capacity:  Please indicate SD, D, U, A, SA 

___  I am uncomfortable giving up control in a partnership. 

___  I do not feel I can totally trust my partner. 

___  Partnerships feel like too much work. 

___  Partnerships create too much conflict. 

___  Partnerships never get anything accomplished. 

___  Depending on another person creates stress for me. 

___  I dislike having to discuss things about myself. 

Stephen Dent, http://www.partneringintelligence.com 



Attributes of Shared Leadership 
Competencies Authenticity Balancing 

Polarity 
Intelligence Demonstrates and 

values multiple 
literacies 

Exhibits emotional 
intelligence 

Works 
simultaneously on 
both poles of an 
issue 

Communication Communicates and 
consults regularly to 
increase accessibility 

Demonstrates 
values of 
collaboration and 
trust 

Balances 
environment of 
openess/publicness 
with validity of 
information 

Transparency Functions in multi-
linear mode; networks 
and shares resources 

Develops 
multidimensional 
leaders 

Seeks multi-sector 
partners among 
competitors 

Change Distinguishes 
between routine, 
strategic, and 
transformative 
change 

Exhibits 
transformational 
leadership through a 
focus on shared 
vision 

Seizes innovation as 
a balance between 
improving existing 
processes and 
creating new ones 



Challenges / opportunities 

• Hierarchical leaders are charged with 
creating less hierarchical organizations 

•  Shared leadership practices “get 
disappeared” 

•  The skills it takes to get the job are 
different from the skills it takes to do the 
job, or the “That’s not how I got here” 
paradox 

Fletcher and Kaufer. (2003). Shared Leadership: Paradox and Possibility. 



Collabronauts 
•  They journey from their 

home organization to 
forge new alliances 
and to explore creative 
opportunities, like 
leaving their home 
planet to bring back 
knowledge of strange 
new worlds and new 
civilizations… 
–  Rosabeth Moss Kanter, 

Evolve!, 2001, p. 137 
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 They work out complicated 
dealings between and 
among partners, manage 
rumors, mount peace-
keeping missions, and solve 
problems. They use 
personal friendships and 
powers of persuasion to sell 
people on the importance of 
helping a partner.  

63 



Today we have… 

• Considered shared leadership as a 
means to foster collective action 
across boundaries to advance the 
common good; and 

•  Shared stories from the field. 
• Now…Foster shared leadership 

attributes to create the future… 




