Freeing

our creative powers,

Guided by our personal
standards of excellence,

Unleashed on institutionally relevant issues...

Jhhe salisiaction of Excellence Achveved,




Workshop Purpose

To hone our leadership agenda with possibility
thinking & collective, personal vision

In a way that equips us with the financial savvy of
CFO’s and exposes the mental model of Chancellors,
Mayors and CEO’s

So that we create financially-based visions of
excellence for our institution.



Products

e Demystify the world of CFO’s

< Provide a framework for our creativity

= Foster a “learning organization”

= Stimulate possibilities, vision and our leadership message
= Unified on the importance of institutional image

= Assessment of teaming’s importance to our mission and
policy which may block it

= Appreciate the elegant solutions available to those who can
unlock the delicate balances and interdependencies within
educational institutions



8:30am

12 noon

5’ish

Workshop Agenda

Mon/Tues Wednesday Thursday
Introductions Our Leadership
Finance Dept. at | The vValueTree™ | Agenda
UPRM Policy
assessment
Hasta luego
Lunch Lunch
Leadership,
Deans interview | Team and
Vision
Image
Management
dinner?




Success Looks Like...

Given The ValueTree, our team and Image messages

Stand in front of the group and deliver a leadership
statement

In a way that puts our vision within the context of our
standards of excellence & directly link it to value
through The ValueTree.



Conversational Pedagogy
Why might one consider
conversation to be the oldest
and easiest way to cultivate the
conditions for change?




Preparation & Introductions
My Do List
Fill-up your “do list” with
items from home and work
Be ready to
share...
Name
Role
Years in industry
Summary word
Summary: 1 feel...




Introductory Warm-up Question
What does this statement mean?
“The Future creates the Present
| against the backdrop of the
Past.”




AD’s Beliefs

Regional uniqueness is non-negotiable in an increasingly
global environment.

Educational institutions help define the character of a
region.

Regions and their institutions need to be fiscally solvent to
survive and thrive.

Businesses and education are key discriminators for a
region.

Visioning is our unique ability to craft our future.

Without vision, people perish.

Synergies increase as we align personal visions.

The sum of our daily decisions is our vision.



“We arein an all out brawl
and there are no rules.”
Paul Allaire-Xerox




No Wiggle Room!
“Incrementalism 1s iInnovation’s worst
enemy.”

_Or-



DISTINCT ... OR EXTINCT!

“If there is nothing very special about your work, no
matter how hard you apply yourself, you won’t get

noticed and that increasingly means you won’t get paid
much, erther.”

Michael Goldhaber, Wired



Challenge
e What guestion did Singapore ask
which led them to become the
Information gateway to Asia?




Succeeding Globally
1. Successes of which we are proud
2. Strengths of UPRM compared with the rest of the system
3. UPRM discriminators in a global market



Innovation: How much?

@ University

College A College B College C

® 1 2 3

Class/Lesson
A7/




| eaders
VIsIon
Finance

“Building financially-based visions of excellence”



Module Purpose

To demystify the financial world of CFO’s and
expose the mental model of Chancellors,
Mayors and CEO’s

In a way that improves the effectiveness of our
leadership

So that we are positioned as a group to create
financially-based visions of excellence.



Similar Businesses?

We are both funded by customers to deliver a product.
— Pratt takes raw materials and delivers a jet engine
— Schools take a person and deliver a citizen

Our customers “vote” in the marketplace with their feet.
— GE or Rolls Royce products
— Voucher movement / private schools

Quality is defined by a specification.
— FAA, military, industry standards

— Mastery test scores, learning objectives, graduation
requirements, accreditation

Product must be delivered within funding levels
— Shareholders get ever-increasing returns
— Taxpayers get no tax increases year-over-year



Process L ife Cycle

Regener ate Stabilize

Operate
| mprove

Maintan



A.D.’s Beliefs

1.

2.

3.

4.

S.

Most Municipalities and Educational Institutions are in a
situation requiring a regeneration of their business.

You are accountable for leading the regeneration.

The lack of delivery on educational basics precludes the ability
to influence strategic questions in a meaningful way.

The change process used must model the desired end-state.

Groups of people equipped with vision are uniquely
empowered.



Ultimately Possible

Hope Reality

|mmediately Impossible
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Performance

Using the Value Tree



What is the Value Tree?

Financial model of the business on one page
— Visually oriented

— Interactive

— Easily understood by people

Financial tool for developing business context
— Interrelationships of various dollar flows

— Drivers of business decisions

Financial “range-finder”

— Target identification

— Target selection

Financial-world de-mystifier

Financial guidepost helping answer the essence question...”Is the
institution increasing its value (how much its worth) or destroying its
value?”



Firing—-up the engine...Why Institutional Image is Important

Continuous

Improvement

Continuous in our draw of

Improvement higher caliber
of Image Students, Faculty

* Top 50
* Top 25 Public Biz School

Partnerships/Strategic

07 Jun 02

Continuous
Improvement
in the Funding

of new programs,

Faculty & Research






NOPLAT

ROIC —

Invested
Capital

The Value Tree Exercise

Revenues

* COGS
COS * Depreciation
* SGA

EsD / R&D

‘ * Working Capital

* Other net assets

* Labor
* Materials

* Overhead

‘ * Plant, Property, Equipment



“e“ee for Targeted Insight

T“e va\ Sales /Marketing: Quality of sales $; preparing for improvements

Fin.Analyst: Budgeting improvements

Profs: Delivering the product

Revenue
* Labor

NOPLAT —] HR/IR: Enablers of change

* COGS * Materials

* Depreciation  * Overhead Procurement: Supply chain mgmt

* SGA EHS/Med: Waste chain mgmt.

Quality: More than SR?2

‘ * Working Capital

Invested Facil./Maint;: TPM & Utilization

Capital

‘ * Plant, Property, Equipment

* Other net assets Senior Mgmt: Targeting & implications

Financial Planning: Detailing long-term performance



Standards of Excellence

/
Principles (guidelines for decisions)

i Principles
Philosophy < P i Standards of Excellence (manifestations)

Principles < Standards of Excellence

N~

S Standards of Excellence bilities

I—» Metric of Su
L,

oal

Standard of Excellence: the criterion for measuring or judging goodness as established by an authority.



AD’s Belief...

...akey metric for the quality of our standards would be our bond rating!

Moody’'s and Standard & Poor's Raling Coden

Thesa rating Eystams are smilar EEhough ral identcal
The chart i5 & key to resding the ratings

Moody's S4& Ps
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AR TRTANT
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Mooerals secuiity al pEymanis;
no| wisll galeguanded
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undessamaEnt Seal NG bt
ARBUENCE O payifeiE
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Literature search...



For example...

&'Amzom STATE
UNIVERSITY

NEWS RELEASES NEWSROOM  INSIGHT PUBLICATIONS ARCHIVES NEWS HOME

Mews Releases | Selectatopic

_.:J Search Mews & Information:

Keith Jennings, k.jennings@asu.edu
(480) 965-3504

October 10, 2003
ASU's bond rating improves, on right track for financial health

The two major national debt rating agencies, Moody's and Standard & Poor's (S & P), have determined ASU is on the right
track for financial health,

On Qct, 7, Moody's issued a report raising the university's revenue bond rating from A1 to 233 for new bond issues. The
agency also raised the ratings on already issued bond series,

another major bond rating firm S&P, 15 expected to issue 3 similar repart improving ASU's Certificates of Participation
Lease-Purchase financing rating from A+ to AA-.

Gerald Snyder, associate vice president for finance and university treasurer, says the improved ratings are more than
symbaolic,

"It's a positive, independent assessment of our credit worthiness and our institutional direction," he says, "An increase in
ratings like this.is a strong endorsement of the path the university 15 on. Bottam line, it reduces the rate we pay for

bond-financed construction projects at our various campuses, Even mare impartantly, it makes debt issued by ASU more
attractive to a wider variety of investors, making sales of new bond issues more effective.”

Shyder says in most cases, it will reduce the interest rates paid on bonds by seven basis points ar 7/100 of a percent.

"On the face of it, that may notseem like much on an annual basis, but over the course of the 30-year lifespan of most



For example...

1 ABOUT EDINA | CITY DEFARTMENTS FAR

i

LIMES: | CALEMDAR | PEEMITS & APPLICATIONS | MY CODE | EDINASTORE | TEAFRICUPDATE | EESIDEMNT IMFCQ

e Bond Rating

About Edinia

Independent bond rating agency Standard & Poor's in 2002 upgraded its rating
for the City of Edina’'s general obligation bonds.

Standard & Foor's upgraded Edina’'s general obligation (GO) bond rating to AAA, the company's highest
rating. Edina is just the fifth city in the state to receive the rating. Bonds issued by Minneapolis, St. Pall,
Rochester, and Bloomington also have Standard & Poor's AAA rating. There are just 55 cities in the country
with the AAA rating, Of those, Edina is just one of 20 with a population less than 50,000,

Moaody's Investors Services, another independent bond-rating agency in 2000 gave the City of Edina its
highest rating, Aaa. Edina is just one of three Minnesota cities to have the top rating from both agencies.
The other cities are BEloomington and Rochester.

Standard & Poor's emphasizes four factors when assigning the AAA rating to a municipality. The factors
are: strong and proactive administrations, effective debt management with moderate to low debt, a vibrant
and diverse economy and strong finances.




—— ———— —

Edina they say...

According to Standard & Pogr’s officials, the AAA rating
specifically reflects Edina’s‘%ontinued above-average financial
performance with very high fund balance Ievels‘,%ngoing growth
of the local economy, which has continued to diversify the tax
base and attract new development of both retail and commercial
property despite the fact that the community is almost completely
developed?”and ongoing strong management practices.”
Additional factors include the City’s participation in the
Minneapolis MSA (metropolitan statistical ared@Nd role as a first-ring suburb in
the prosperous western suburbs of the Twin Cities and a

anageable debt burden with mos?”&SO-backed debt supported
by tax-increment financing or other revenue sources. The stable
outlook attached to the rating shows Standard & Poor’s
expectation of the City’s continuextrong financial performance
with good fund balances and appropriate management of its
debt profile.



Cities..."the coveted 13"

Triple, AAA-rated Cities and Counties

Counties

e Cambridge, MA

e Charlottesville, VA
e Columbus, OH

e Dallas, TX

e Edina, MN

e Denver, CO

< Minneapolis, MN
= Overland Park, KS
< Santa Monica, CA
e St. Paul, MN

= Vancouver, BC

® Albemarle County, VA

® Alexandria County, VA
® Arlington County, VA

® Dane County, Wisconsin
® Fairfax County, VA

® Franklin County

® Henrico County, VA

® Mecklenburg County, NC
® Wake County, NC
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Using the Tree

Strateg ic Work (Best suited for the broadest perspective and the greatest accountability)
— Crystallizing the current state-of-the-business

— Challenging the key paradigms which define the approach to
product, technology and organization.

— Targeting and quantifying areas requiring organizational effort

Leadership Work (Best suited for “content experts” with industry understanding)
— Choosing the pallet of “world class” concepts
— Building stakeholder consensus
— Defining and designing approaches to deliver performance

Operational Work (best suited for people doing the work)
— Understanding how money flows and how they relate to it
— Applying “world class” concepts
— Monitoring performance and taking corrective actions




UPRM’s Challenge 2005

Revenue

NOPLAT _‘ |* Labor

_ |7 OGS | * Materials
COS * Depreciation  * Overhead
* SGA
ROIC —
Invested : Elet }[/VCF))rklng fapEltal_ ,
Capital ant, Froperty, equipmen

* Other net assets



Be the CFOs




Success Looks Like...

Given The ValueTree
Let’s have a conversation

In a way that sizes the possibility- thinking
required by this group.




| i|‘ Scenario Planning Workshop



Scenarios & Strategic Themes

In The Money
IIenge « Customer Satisfaction/ sSurvivor
keting Performance v Marketing

ricing Strategy
p Savvy Competitors

v'Pricing Strategy
* Trump Savvy Competitors
» Gov't Imposed Barriers

v'Intellectual Property
v'Low Cost

v'Customer Satisfaction/
Performance

keting :
ing Strategy DngI g ht

p Savvy Competitors v'Marketing
tomer Intel v'Pricing Strategy

Cool e Customer Intel
» Customer Intel
» Technology Advancements




Theme Cost-Impact Analysis

igher
ROV
Cosit

VigIREUnY

Impact

wer
Cost/Ease To Easier

Harder
Implement







The Purpose of this Module

To develop and articulate our personal leadership messages

In a way that clarifies our standards of excellence and deepens our
resolve

So that we set the conditions for innovative thinking,
organizational learning and break-through results.

Take-aways
= Leadership and the ability to rally others
= Motivated to create results through personal standards of excellence

= Ability to set ever-increasing standards of performance by becoming a
good learner

= Ability to create new solutions by broadening personal perspectives
< Improvements in team...teaming...teamwork

= Reduced friction in the daily communications

= Fostering a “learning organization”

= Demonstrations and measurements of learnings after this workshop




Ever-increasing Rate of Benchmarkable

Creativity Tool* Innovative Thinking/Solutions
GOAL
Sustainable
Behaviors
&.@@U’[ﬁ]ﬁ[ﬁ]@ TOOLS piRecTioN  Driving
Breakthrough
Results
GROUND
Worldviey, Personal

Standards of Excellence



Success Objectives

Given an awareness of your personal standards of excellence

Stand in front of the group and deliver a leadership statement

In a way that the standard is understood, we hear the phases “I believe” or “for me” or “to me,” and
the metric of success is clear with the phrase “I will not be happy until...”.

Given non-negotiable direction from above and your personal standards of excellence

Deliver the opening lines of the presentation to your group

In a way that management direction is transformed into leadership within your sphere of control and the
people involved have a clearly defined arena within which to be creative.

Given a group of people stating their views on a given subject
Identify the world-view (paradigm) from which they speak, re-frame and offer an alternative world-view
In a way that will allow new insights/solutions to be seen.

Given a person sharing ideas with which you do not agree
State the belief which is foundational to their viewpoint
In a way that allows you to represent their position in an accurate and unbiased way.

Given an awareness of your personal standards of excellence on teamwork and a group you are leading,
Speak to the group about your vision and goals
In a way that engages them personally and professionally in the success of the organization.



Let’s talk:
1 “Leading from Any
Chair”




Premises about Learning & Leadership

e Good leaders are good learners.

= (Good learners are good possibility thinkers.

e Learning is different than knowledge acquisition.

e Learning is inversely proportional to my level of personal distress.
e Learning is proportional to my curiosity.

= Leadership effectiveness drives from my personal Standards of Excellence
and personal style (modified by Alex at UPRM).

= Learning organizations achieve continuously improving results with
greater ease over time.

Question: Does my worldview preclude me learning from you?



I encourage distributing accountability

for making decisions; what’s best

for the institution is the criteria I use.

I am comfortable making decisions and
accept responsibility for the direction I give.

I dominate the group,
talking about my ideas

I am open to changing
processes and exploring
how to do things differently.
Being creative is my comfort

Zzone.

all the time while
diminishing other’
thoughts.

My behaviors polarize
the group.

| follow established, well defined
ways of doing things. “Correct”
processes with deep roots is my
comfort zone.

Self Observation

e Rate yourself

e On each of the 4 lines

e With a dot indicating how
you see yourself

My behaviprs unify the group.

draw from the group.
Doll't share an idea at all and
never take a position on
anything.

I have the accountability for making
decisions; what'’s best for me is the criteria.
Only the “chosen”make decisions.




I encourage distributing accountability

for making decisions; what’s best

for the institution is the criteria | use.

I am comfortable making decisions and
accept responsibility for the direction I give.

I dominate the group,
talking about my ideas

I am open to changing
processes and exploring
how to do things differently.
Being creative is my comfort

Zzone.

Self Observation

e Rate yourself

e On each of the 4 lines

e With a dot indicating how
you see yourself

My behaviors unify the group.

I withdraw from the group.
Don't share an idea at all and

all the time while <+
diminishing other’s
thoughts.

My behaviors polarize
the group.

| follow established, well defined
ways of doing things. “Correct”
processes with deep roots is my
comfort zone.

never take a position on
anything.

I have the accountability for making
decisions; what's best for me is the criteria.
Only the “chosen”make decisions.




Shared owners. There are
“many keys.”

Knowledge focuses the
creativity of people and
is freely shared.

I am trusting you with my
future/career/success.

Power, Prestige & Money.
Only too much is enough.
Mine at your expense. This
is the scorecard.

There are classes of people.
Some are better than others.

People need to be told

what to do, when to do it and
how. People (other than me)
are incompetent.

The good of the many outweighs
the good of the one. “Everyone is

equally important.” ;
qually iImportan People are basically competent

and opportunities are created
to let them grow.

All people are of equal importance.
The janitor is given the same
appreciation as the V.P.

The more | give away, the more
I gain. The number of people |
have impacted in a tangible and
positive way is the scorecard.

I am trusting me for my
security. Unless | control it,
-+ it may not work.

Knowledge is power.
Share it and lose control.

X
£
I am the owner. There
is “one key.”
Look out for #1. | win at
your loss. “I am most
important and | want you GrOUp AUdlt
to know it.” Rate your group

e On each of the 7 arrows
e With a dot indicating the
prevailing attitude.







Declension of Team

 Team
— Group with common purpose
— Defined roles relative to the purpose
— Defined relationship to each other

e Teaming
— Coming together to solve something
— Collaboration to accomplish a task
— Common “language” and problem solving processes

e Teamwork
— Interpersonal
— Effectiveness and efficiency of how people execute the task
— Subordination of personal prominence



Chris Argyris’ Ladder of Inference

1923 — Present
Cambridge, MA
Harvard




A Worldview Conversation

/ Enthusiastic about possibilities... “Next time...”
Of Self \
Self-limiting... “Ifonly...”
/ Learning from all
Of Others \

Selective learning




®
SUDDEN SERVICE

Baldrige Quality
Winner 2001
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Learning Organizations Achieve Continuously Improving Results
with Greater Ease Over Time

Individual

/ Practice

Best

/ Practice




Habitat for Humanity
Millard Fuller

“Simple, decent housing
IS a matter of conscience
and fact.”

“Isn’t it a shame people live
in poverty?”
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| say to you today, my friends, that Standards of Excellence

in spite of the difficulties and frustrations
of the moment, | still have a dream. It
Is deeply rooted in the American dream.

| have a dream that one day this nation

will rise up and live out the true meaning of
its creed: “We hold these truths to be self-
evident, that all people are created equal.”

| have a dream that one day on the red hills of Georgia the sons of former
slaves and the sons of former slave owners will be able to sit down together
at a table of brotherhood.

| have a dream that one day even the state of Mississippl, a desert state, sweltering
with the heat of injustice and oppression, will be transformed into an oasis of
freedom and justice.

| have a dream that my four children will one day live in a nation where they will
not be judged by the color of their skin but by the content of their character.



Meeting the Greats

e Pick a person
e Read their bio
e Fill in the blanks...

What is What is their standard Metric of Metric
Valued? of excellence? Success? Goal?

< Be the person to us
— “I believe...” and “l will not be happy until...”




Standards of Excellence

/
Principles (quidelinesfor decisions)

Philosophy < Principles e
Standards of Excellence (manifestations)

Principles < Standards of Excellence

=

Y Standards of Excellence

I—» Metric of Succ
|—> oal

Standard of Excellence: the criterion for measuring or judging goodness as established by an authority.



David Neeleman and the JetBlue Story

When Rich Kids Go Bad

KENNETH LAY SPEANS A Billion-Dollar Dutsourcing Business

ww. lorbes.com

ﬂ.félue

This ane’s
in the blackes

lose billions; \I
What's '

TI‘H’ ||||f-"

>

HOW MUTUAL FUNDS HIDE
$000 BILLION IN FEES

—_



Teaming for Excellence

Leading from Any Chair

Use of
Power




Metrics of Shifting Behaviors
= Standards of Excellence
- % people publishing
= Learning Organization
- Constantly learning the standards of our customers and making that our
standard
- Institutional knowledge in use...person with the knowledge involved in
discussions about the topic...see meeting areas in use on problem
solving
= Team/Teaming/Teamwork



| i |

Status

Rituals

Taboos

* Next time

* | believe

e | think

* When we

* Up to now

* We cando it

* No problem
 Possibilities are

AN

Culture and the Language of a Learning Organization

* Tell me more
* How do we find info about
* What can | do

* The goal is (our goal is)

* Why do you say that

* The resources are

» Absolutely

* Need to understand




The Purpose of this Module

To develop and articulate our personal leadership messages
In a way that clarifies our standards of excellence and deepens our resolve
So that we set the conditions for innovative thinking, organizational learning

and break-through results.

Take-aways

Leadership and the ability to rally others

Motivated to create results through personal standards of excellence

Ability to set ever-increasing standards of performance by becoming a good learner
Ability to create new solutions by broadening personal perspectives

Improvements in team...teaming...teamwork

Reduced friction in the daily communications

Fostering a “learning organization”

Demonstrations and measurements of learnings after this workshop



Image Management
A Branded Experience



({1 77
Image

“...a mental representation of anything not
actually present to the senses; a picture
drawn in the mind; idea...to portray”



“Brand”
e A sensory stimulus which summarizes an image.

= Webster says “...a mark made by burning with a hot iron to
designate ownership, as upon an animal, or upon a container to
designate the quality, manufacturer, etc. of the contents.”

= The relationship between the product (university), it’s mark and

the intended audience.

Oxford |

ik Harvard



“Brand”

e Brand Equity is the value system and positive associations
affiliated with the mark and its products (university).

< Brand is not a logo + name. Companies spend a fortune
creating logos + names and a REAL fortune creating equity
over time by associating values with the brand.



e Systematic and disciplined management of the customer’s
experience.

— From the time | come in until the time | leave, everything |
experience with my senses has been thought through; even
my experience when not present.

— Is my experience definable, repeatable and predictable?

Direct + Indirect ) My perception
Experience Experience (your image)

My perception Linked with your ' Brand
(your image) Name & Mark Equity



Why Institutional Image is Important

Continuous
Continuous

Improvement
Continuous in our draw of |mprovement
Improvement higher caliber In the Funding
of Image Students, Faculty of new programs,
~ Top30 Faculty & Research

* Top 25 Public Biz School
Partnerships/Strategic

07 Jun 02



Key Flow: Image Management

Core Purpose:

To create a shift in perception from current state to desired state

in a way that the targeted audience receives facts, stories and images accurately
and realistically

so that desired behaviors are experienced.

Core Process:
“Advancing information in the public forum, for the purpose of contributing to
public opinion.” Harold Burson

Product:
1. A measurable shift in
« perception
« behavior/action
« opinion
2. End-state perception defined
3. Current-state perception defined
4. Plan/strategy for shifting

Key Beliefs:
1. There is a “window of credibility” between the rational mind and the emotional
mind among every target audience

. A correlation exists between the “trust-bank” and the “window of credibility.”

. The window of credibility opens slowly and shuts quickly.

. Image, not explicitly defined by me, will be defined by someone else.

. Image management is an ongoing effort not a one-time event.

. Image erodes overtime without continual maintenance.

. Congruity must exist between image and reality.

. Without strategy there is no creative (a good idea which does nothing is not a
good idea).
9. Public opinion/acceptance is everything. With public sentiment nothing can
fail; without it, nothing can succeed.
10. The molder of public opinion goes deeper than the one who pronounces
decisions.
11. The public acts on information in its own perceived best interest.
12. Accuracy is paramount.
13. Image management advocates a particular point of view in the public forum.
14. Facts are objective, perception is subjective.
15. People behave emotionally.
16. The target audience owns the decision.




Image Management

Target
Audience

Image Desired

Metrics of
Success

Current
Perception

5-Why's to Root
Cause

Messages We
Must Send

"Medium" to
Send Messages

Actionable
Items




Pathway to Revenue Generation

Premise: Entitlement and Socialist thinking are
incongruent with the foundational principles of a

School of Business.
Executive
Education

Undergrads

Regional
Ste

As ranked by Business Week’s Bi-annual survey and US News’ survey.
Composite rating from Grad’s, colleague’s and standard metrics.




Full-Time MBA

Potential students

Current students

Corporate recruiters

Deans and Directors of other schools
Ranking Company staff people

Stakeholders

= 60 Tenured Faculty
Corporate “sponsors”



Our Leadership Agenda




Policy Assessment

Facilities Planning
» Our Purpose
Purpose Process

® ®







tion, Humanity &
ain of the School




