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Future of IT in Higher Education 

 IT could be considered a ‘game changer,’ 
providing options never before possible… 

 The ‘network’ underlies emerging models 
rather than place…The network provides an 
architecture for participation and collaboration
—irrespective of time, place, age, or position. 

 The Future of Higher Education: Beyond the Campus. (2010)  

 http://www.educause.edu/Resources/TheFutureofHigherEducationBeyo/194985 

 IT can be a game 
changer in the complex 
adaptive system that is 
higher education… 

 Higher education must 
move beyond the fear of 
what we have to lose 
with IT and new models.  
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 IT professionals can and 
should be at the core of 
envisioning and shaping 
the future of our colleges 
and universities …  

 IT professionals have the 
exciting potential to be 
agents of transformation.  

  

4 



2 

Let’s… 

Think about types of change  
Consider shared leadership 
Share stories from the field  
Listen, reflect, lead 

Change management in one minute 
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Think about types of change 

Routine change 

Sustains the status quo 
Leadership is solo 
Scope is siloed 
Applies routine expertise to well 
defined problems 
Focuses on policy compliance 
No clear change agent 
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Strategic change 

Sustains the status quo 
Leadership is a team 
Scope is bridged; units connect  
Improves productivity through redesign and 

quality focus 
Leads to a “planned change” culture 
Requires buy-in from upper admin 

Transformative change 

Disrupts the status quo 
Leadership and scope is shared; boundaries blur 
Applies adaptive expertise to challenges 
Focuses on innovation 
Requires buy-in from many levels 
Anyone can be a change agent 

IT Services: A 
new beginning 

What type of change 
does it represent? 
--routine 
--strategic 
--transformative 

Transformative change… 

is exponential, requires global or big-picture thinking, and has a 
largely trans- or multidisciplinary focus.  

is imperative for finding solutions when there are no clear 
answers, and results in significantly expanding core 
capacities because it demands that people work together 
differently.  

employs next-generation technologies that infuse and integrate 
academic and administrative support, enabling better decision 
making.  

results in proactive detection of problems largely because of shared 
leadership and thus shared accountability.  

results in a “culture of inquiry” where individuals share insights with 
communities of practice. In this case, anyone can be a change 
agent; the assignment goes to everyone, and people are 
empowered to be part of the change process. It is aided by new 
technologies that anticipate needs and support the innovation.  
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Consider shared leadership 

Shared leadership. The leader [CIO] builds 
working relationships with co-workers and 
external parties, negotiates and handles 
problems without alienating people, obtains 
cooperation through influence, and delegates 
both responsibility and authority appropriately. 
  
 Bruce & McDonald, 2006 

http://www.educause.edu/Resources/CultivatingCareersProfessional/Chapter1PerspectivesonITLeader/10627 

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.  
 Pearce, Hoch, Jeppesen, & Wegge (2010, 151) 



5 

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. 
  Pearce & Conger (2003, 1)  

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. 
  Small & Rentsch (2010, 203) 

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.  
  Pearce, Manz, & Sims (2008, 353) 



6 

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. 
  Manz et al. (2009, 237) 

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 

IT Services: A 
new beginning 

Identify opportunities 
for shared leadership. 
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Share stories from the field 

Why change? (IT @ UMN in 2007) 

Perfect “IT” storm   
•  New budget model; technology cost pools 
•  Exponential growth in use of Central technologies 
•  Enterprise development resources consumed by Enterprise 

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

enterprise) 

Strategy – foster shared leadership 
•  Connect to land grant mission and align to institutional goals 
•  Introduce and practice ACTIVE principles 

ACTIVE principles 

Alignment 
Communication 
Transparency 
Input for innovation 
Value to users 
Evidence-based decision making 

IT @ University of Minnesota (2007) 

110+ separate Web sites 22+ logos 
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Locate your logo. 

What does it signal? 
What does it mean? 

Alignment – “One OIT” 

Communication 
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Input for innovation 

External Review of OIT 
•  Stakeholder “satisfaction” 

survey Internal employee “climate” 
survey 
--Foster an environment of 
supervisory excellence 
--Bring value and consistency to 
performance review process 
--Foster an environment for 
employee development 

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. 

How might you 
ACT? 

Align 
Communicate 
be Transparent 

Shared leadership in action 
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Power 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. 

Weibler & Rohn-Endres (2010, 182) 

Name your 
network(s). 

Who do you trust? 
How do you work? 

Introduce 
yourselves to 
each other. 

Listen for language. 
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Stage one: Talking nice 

Polite 
Repeat roles and rules 
Reproduce existing knowledge 
Little responsibility for joint tasks 
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The ITLA story -- part one 

 Beginning around 2004, the 
central Office of Information 
Technology (OIT) at the University of 
Minnesota (UMN) began to schedule 
meetings with IT directors across the 
system; these meetings were simply 
called IT director meetings.  
Information traveled one way: IT 
directors received information from 
OIT, asked questions, and brought 
the information back to their units.  
There was little discussion and no 
real engagement. 

At this stage, the IT directors were 
polite; they largely repeated rules, 
reproduced rules and existing 
knowledge (mainly from their unit 
perspectives), and there was little 
responsibility for joint tasks. 
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Name a “tough” 
issue. 

Identify 
disagreements… 

Stage two: Talking tough 

More open and authentic 
Reveal rules and disagreements 
Act in conflict 
Still little joint responsibility for outcomes 

44 
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The ITLA story – part two 

 Then a catalyst occurred in 2006: 
A new budget model at the University 
included a technology cost pool… 

 The IT directors began having 
difficult discussions around services, 
and more boldly expressed 
expectations. Questions of roles and 
responsibilities began to arise: Who 
sets priorities and expectations for 
services?  

 The IT directors completed a 
number of projects, including service 
level statements and outstanding 
audits issues, but ownership often felt 
owned by a single party, either OIT or 
the IT Directors. 
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Inquire about the 
disagreement. 

Ask questions. 
Listen to learn. 

Stage three: Reflective dialogue 

Reflective, curious 
Inquire 
Listen 
Begin to create conditions for shared 
leadership 
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The ITLA story – part three 

From their 2009 Annual Report: 
 The Committee believes it is continuing to grow in 

effectiveness and impact. An external senior review team said the 
culture of collaboration and support of best practices throughout 
the university’s IT community is impressive. The advances 
haven’t happened without effort. The Committee asked members 
for frequent and broad participation in committee meetings and 
subcommittees.  

 The response has been striking: almost every IT Director 
served on a subcommittee, and many served on several.  
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Find (name) one 
point of 
agreement.  

Can you identify more? 

The ITLA story – part four 

MOR – IT Leadership Program (ITLP) 

 As part of this MOR program, the 22 IT directors across the 
university, along with 12 managers from central OIT, completed 
the eight-month program.  

 This year-long IT leadership development experience was the 
most crucial element contributing to shared network leadership at 
UMN. During this program, the IT directors renamed themselves 
the IT Leadership Alliance (ITLA). 
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From Will Bear, IT director 

 This [ITLP] gave us an opportunity to 
develop deeper relationships and trust among 
IT Directors and with OIT staff.  It challenged 
us to think about the University as a whole, 
and not just about our local interest. It also 
gave each of us a greater understanding of 
each group’s expectations. Moreover, this new 
perspective and shared interest has allowed 
us to accomplish many things that would have 
been historically extremely difficult.  
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From Will Bear… 

 The ITLA has worked collaboratively with 
OIT to initiate, design, and complete 
inventories of all IT services on campus. We’ve 
collaboratively created strategic IT plans and 
set priorities and defined a shared vision for IT 
at the University. We’ve begun to view each 
other as resources, and trust other units to 
drive the interests of the University that we all 
share even if they aren’t necessarily our 
specific priorities. 

52 
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From Will Bear… 

 Intra-unit collaboration and service 
sharing has become very common. 
ITLA, OIT, and our staff work closely 
every day ensuring we are moving in the 
same direction in a coordinated way. It’s 
been a very rewarding experience, and 
we will continue to pursue creating a 
shared vision for IT at the University.   
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Stage four: Generative dialogue 

Aware of common ground 
Generate rules together 
Transcend self interest 
Group as a whole explores new ideas, 
shares responsibility 
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Scott Studham, new VPCIO 

 I’m here because of ITLA. Period.  
 The respect between ITLA members is 

unlike anything I’ve seen at other 
institutions of higher education. I do not 
want to upset this apple cart. 

55 

From Scott Studham 

56 
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Reflections… 

Shared leadership is a 
“game changer.” 

 Scarcely anything 
material or established 
which I was brought up to 
believe was permanent and 
vital, has lasted.  Everything 
I was sure or taught to be 
sure was impossible, has 
happened. 

 -- Sir Winston Churchill 

Future of IT at MSU 

 IT could be considered a ‘game changer,’ 
providing options never before possible… 

 The ‘network’ underlies emerging models 
rather than place…The network provides an 
architecture for participation and collaboration
—irrespective of time, place, age, or position. 

 The Future of Higher Education: Beyond the Campus. (2010)  

 http://www.educause.edu/Resources/TheFutureofHigherEducationBeyo/194985 

https://sites.google.com/a/umn.edu/shared-leadership/ 

Please share the future… 

  

 ahduin@umn.edu 

 Google+  ahduin 
 Twitter  
 Linked in 
 etc… 
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Consider your change initiative… 

Vertical leadership 
  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 leadership 
  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 

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, 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.  
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