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ATS Research Webinar on
Executive Leaders

Deborah H.C:. Gin, Director of Research Molly T. Marshall, President
Association of Theological Schools United Theological - Seminary.of the Twin Cities


Presenter
Presentation Notes
Welcome feature findings from the study on “Presidents and Executive Leaders in ATS Schools”; grateful for your attendance.

I am Debbie Gin, ATS Director of Research and Faculty Development.
Co-presenter is Molly Marshall, President, United Theological Seminary of the Twin Cities 
Molly served as the Advisor role for the study, as a subject matter expert in executive leadership.  Thanks to David Wang (survey) and Kristina Lizardy-Hajbi (interview).
Also from ATS, Frank Yamada, ATS Executive Director and Monica Laughery, Program Coordinator for Initiatives, Research, and Faculty Development.

For future reference, we encourage you to read the full report on ATS’ website (see other reports of fuller study—6 leaders, CAOs, CFO, CDO, SPAN, Senior IT/Ed Tech—there as well):  
[https://www.ats.edu/files/galleries/ats-study-ceos-final-report.pdf--final report on Chief Executive Officers]


About the Study










The Study

Conducted 2020-21 — survey to all executive leaders plus 30 interviews

Purposes

Status of the Role—changes? nature of work? satisfaction and
longevity? effectiveness?

Needed Changes in ATS Programming

Sample size of 127, 47% response rate

Good representation by type of school

Ecclesial family—slightly overrepresented by mainline/
slightly underrepresented by catholic/orthodox
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Size—slightly overrepresented by mid-sized (HC 76-150)/
slightly underrepresented by large (HC 151-300)

Very good representation by individual demographics
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About the study

Conducted 2020-21 – survey to all executive leaders in ATS schools
Survey distributed before COVID; interviews during first years of COVID

Purposes
Status of the Role—changes? nature of work? satisfaction and longevity? effectiveness?
Needed Changes in ATS Programming

Survey response sample size (N=127), 47% response rate
30 interviews

Good representation by type of school
Ecclesial family—slight overrepresentation by mainline, slight underrepresentation by catholic/orthodox
Size—slight overrepresentation by mid-sized (HC 76-150), slight underrepresentation by large (HC 151-300)
[click] Very good representation by individual demographics


***Important to keep in mind as review the findings together.

Status of the Role 
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Presentation Notes
Road map

Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role

Nature of the Work—changes to the work, employee hiring/retention, effectiveness
Future Outlooks—Resources available to them


Who are the leaders 
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Presentation Notes
Who are the executive leaders?: 
Years of service in current role:
Avg  over 5.9 years’ service     (Senior IT and CFO longest, at over 7 years; shortest is CAO at 5.6 years) 
Prior Experience in CEO role:
Avg 3.9 years’ full-time experience (less than CDO, 5.1 years, and CFO 4.5 years; more than CAO 1.1 year)
Education:  almost ¾ (73%) hold a PhD; nearly 20% hold a professional doctorate; just over half (51%) earned an MDiv

Paths to the role?
At some point in their career:
Most CEOs, previous jobs were, by far, in Congregational ministry (76%)
Second tier—UG higher ed, Grad higher ed, Nonprofit (28-33%)
Just prior to current post:
Most (44%) were from Graduate theological educ
Next highest, from Congregational ministry (16%) and Non-theological higher educ (12%)
Women CEOs, much more likely than men to be from Graduate theological educ (57%), much less likely to be from Non-theological HE (0%), and more likely to be from Denominational leadership (10%)


Roles & Responsibilities 






Roles & Responsibilities

Executive (CEO) Roles Senior IT

P re S i d e n t/ ReCtO r/ D e a n/C h a n Ce I | 0 r Assistant Dean for Technology, Planmng andA;::rll:lsl::::ZT De'ﬂ/ Ass/ocI::’::::Z:fator”feasumf
Faculty “

Chief Executive Offlcer‘
/Chlef Technology Officer
___Coordinator of Assessment \

| Dean of Student Life
DI rector (Va r-lous prog ra ms) y - Director of Distance Education |
 Director of Institutional Design\
C FO Director ofm 2 Director of Institutional Research\
. H g Educational Technology
V I Ce P re S I d e n t Information Systems Co‘ordinator\
Librarian
Media Coordinator
President & Chief Technology Officer]
Relationship Manager

», Vice President of Operations|

IT Liaison to Service Provider\
Director of Technology & Advancement|

Director of Communications & Technology |

Director of Instructional Technology
/ Vice President of IT

Senior Director of IT

Source: ATS Leadership Studies, 2019-2021
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Roles
Unlike for other senior leaders, here e.g., Senior IT  110 leaders responding to survey had 27 substantially different roles,
For CEOs  distinctly singular role (though a few CEOs, 7% each, hold role of CFO or program director)

Responsibilities 













Roles & Responsibilities

Executive (CEO) Roles CEO Primary Responsibilities

External relations (churches,...

_ Fundraising/working with...

President/Rector/Dean/Chancellor Oversight of faculty, staff,..
Faculty Strategic planning

Director (various programs) o Administration
CFO Communicating/working with board...

Vice President Financial issues
Academic Affairs/oversight to...

Student life/issues, meeting with...

Curriculum/program development...

Teaching/lecturing

Community development

Budget development

Accreditation/assessment

Admissions/enrollment

0% 20% 40% 60% 80%

Source: ATS Leadership Studies, 2019-2021
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Roles

Distinctly singular role  unique work:

Primary Responsibilities

“Top 4-5 primary responsibilities” (open-ended, coded):
External relations (churches, denominations, global partners, donors, alums, other seminary leaders; speaking engagements), by far at the top 63%
Fundraising & Working with marketing/development offices, 48%
Oversight of faculty, staff, other administrators, 44%



Paths to the Role 










Paths to the Role

-

m Knew the position was for me

and applied
"Someone has to do it” and
applied
Asked to apply and applied
Agreed to be considered by
committee

. B Invited to take position

CEO Female CEO

Source: ATS Leadership Studies, 2019-2021
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How they got to current role
“How did you attain your current position?”  5 options:  invited, agreed to be considered by committee (did not apply, greens); oranges—asked to apply, “someone has to do it”, knew the position was for them…for all 3, applied.

(Oranges represent paths that included application process)  over half of executive leaders applied
Incl, “someone has to do it” and “that’s for me” approaches
About 45% did not apply (30% invited and took the position)

Women CEOs
Larger proportion being invited to take position (dark green); [click]“Went for it” options completely disappear

***Paths are different for CEO and CAO positions 
For CAOs, far greater Invited to take position  clearly a tapped-for-position role

Generally for both, in theological educ, few go for administrative leadership positions via their own initiative (darker oranges)—but even here, more executive leaders do

Application process (oranges) more prevalent for executive leaders
Any connection to differences in longevity between two positions? (explore next slide, but deans were more apt to say they’d thought about leaving the position  less investment in going for position?)

Larger blocks of Asked to apply and Invited to take position options (women CEOs and deans)
What risk does invitation-without-public-application pose, particularly in positions that are precarious (org is not doing well)?


Satisfaction in the Role 








Longevity in the Role

Satisfaction in the Role?

Overall satisfied, highest of all senior roles (Academic Dean, CFO, Development, IT, Student Services)

~

Most satisfied with (of 11 work features):
« Work they do /
« Relationships with coworkers Differences by School Type:
« Relationship with board « Actively looking

Least satisfied with: Vv Largest (HC over 300)
« Relationship with faculty AN Small (1-75) and Large (151-300)
« Professional development opportunities

Largest gaps between importance and satisfaction:
« Relationship with faculty
« Functioning of work team

Intentions to leave?
« 149% said they intended to leave their position in next 12 months (+10% not sure)
« Retire from current job—among most likely of senior leaders
« Actively looking for other jobs—mostly not looking but almost half have thought about leaving

Source: ATS Leadership Studies, 2019-2021
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Longevity in the Role

Degree of satisfaction—overall, satisfied, highest of all senior roles (executive optimism)
Of 11 work features:
most satisfied with the work they do, personal relationships with coworkers, and relationship with board (all, also, among most important)
least satisfied with relationship with faculty, professional development opportunities
largest gaps between importance and satisfaction:  relationship with faculty (esp concerning, given area of least satisfaction), functioning of work team


Intentions to leave (Way to concretize Satisfaction; schools need to attend to—turnover is expensive; since 2017—600 senior-level transitions, Frank Yamada)
Only 14% said they intended to leave their position in next 12 months—about middle of all senior leaders (CFOs lowest at 11%, IT highest at 26%); also, some of these may be thinking of retirement
Previous slide  CAOs are doubly more likely to say they’ve considered leaving; any of this related to their originally coming to the job by appointment (vs application)?
61% see themselves retiring from current job—among most likely of all senior leaders (only CFO is more likely; only 44% CAOs).
Actively looking for other jobs—overwhelming majority (94%) said they are not actively looking, but between 40% and 50% said they’ve thought about leaving (41%) or felt they could leave (46%).
Differences by type of school [click]:
100% of those in largest schools (HC over 300) disagreed they’d actively looked [click]
Most agreement (11-12%) found among those in small (HC 75 and under) and large (HC 151-300) schools [strongest agreement among large schools].
Significant predictions by individual characteristics [click]:
Fewer number of years working as CEO significantly predicts actively looking for another job
Greater number of years working as CEO significantly predicts seeing themselves as retiring from their current job.
***Not rocket science, but shows that—of many things—longevity is related to turnover; addressing longevity is a good starting point for the industry—for schools and boards to consider as a way to support their executive leaders, esp those newer to the role.
Interestingly, Greater number of years as CEO also predicts greater satisfaction with board,
	but also less satisfaction with relationship with faculty 
	 so different kind of work to be done for those longer in the role. (More on this later)


Greatest Stressors 














Longevity in the Role

Greatest Causes of Work-Related Stress

Solving enrollment challenges

Finding a sustainable business mod

Dealing with difficult employees and colleagues

Balancing demanding work hours with other...

Annual budget cycles

Dealing with change and innovation

Dealing with difficult board members

|
Hiring and retaining effective employees I

|

I

I

Legal issues related to the school

0% 10% 20% 3

Source: ATS Leadership Studies, 2019-2021

Actively Looking—
Additional Predictive Factors

Leadership skills:
Lack of orientation toward
valuing human resources
Poor mediation skills

Spiritual practices:
Not practicing simplicity
Not practicing sabbath
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Longevity in the Role
Desire to leave may be related to job stressors.

Greatest causes of work-related stress? (select up to three)
Top—solving enrollment challenges, finding a sustainable business model, dealing with difficult employees and colleagues

[Other senior leaders:
CAOs—balancing demanding work hours, dealing with difficult employees
CFOs—finding sustainable business model, dealing with difficult employees]

***Interesting to see the combination:  enrollment and business models [click].
Good to see that enrollment isn’t the only thing (commercial:  Financial Viability project—working with CFOs from range of schools to determine appropriate business models for ATS schools; 
	hint  increasing enrollment isn’t necessarily the silver bullet)

Survey also found:
Not a large proportion were actively looking, but for those who were…
Strongest predictors were stress items—[click] 1) dealing with difficult employees and colleagues (3rd on stress list), 2) hiring and retaining effective employees, and 3) dealing with difficult board members.
Stress related to enrollment challenges and sustainable business models were not predictive of actively looking for another job  so while these are top stressors, they aren’t significantly related to leaving.  Leaving apparently has more to do with interpersonal stress than org or financial stress.
Two other areas predicted actively looking elsewhere [click]:
Leadership skills—lack of an orientation toward valuing human resources of the org, poor mediation skills
Spiritual practices—not practicing simplicity as a spiritual discipline, not practicing sabbath

***We often wonder which of many factors cause leaders to leave; consider more seriously how dealing with human resources is related to stress, as well as leadership skill gaps and spiritual practices…and this predictive model. (Say more later.)

***In many ways, findings are affirmation of attendees’ own experiences.
     Leads to  question for schools and ATS programs to consider:  what can be done as an industry?

*Enter questions through Q&A feature.

Nature of the Work 










Pl Y
-un |1||r|11|rqnﬂlr; r-J
§ -

=== ¥ ]
- e X #
G * . Ve
- i
u
[
®
k] -
o o e R - M
a -
-
e
i e .
-
+ .
u
L A
. Ll
¥ i
L )
5 #
L #

-
S
=
U
=
)
Sl
o
" O
=
)
C
=

L o

- -

Y TR e


Presenter
Presentation Notes
Road map (DEBBIE)

Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role

Nature of the Work—changes to the work, employee hiring/retention, effectiveness

How has work changed 











Changed Nature of Work

Compared to predecessor, how has your work changed?

More duties around fundraising, higher amounts

More strategic planning, greater need to plan for the future

viore_time on external relations and developing reputation
More time spent expardingprograms, developing new...
More time spent on financial issues (budget,...

More time spent on administrative tasks

Change of being embedded in/merging with a university

More time spent developing/facilitating community culture

More time spent on faculty issues (hiring, resistance)

More time spent on accreditation and assessment

More time spent on student issues, more complex

Decrease in teaching load, less directly academic

3
S

5% 10% 15% 20% 25% 30%

Source: ATS Leadership Studies, 2019-2021
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Changed Nature of the Work

Reflecting on the nature and duties of your predecessor and your own time in office, how has the nature and duties of your current position as CEO changed?  (open-ended, coded) [click]
More fundraising, having higher amounts to be fundraised.
More duties related to strategic planning, greater need to plan for the future & develop mission/vision to guide these plans
More time spent on external relations, developing the reputation of the institution outside seminary

***Some of this—esp, external facing aspects—comes from the disintegration of seminary-denomination relationships?


Recruiting/Retaining Employees 















Recruiting/Retaining Employees

ﬁ il

B Recruit ®Retain

Source: ATS Leadership Studies, 2019-2021
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Recruiting/Retaining Employees for Different Work

What kind of help do CEOs have for this new work?

How difficult has it been to fill/hire for the following positions?
[4-point scale:  Not at all difficult (1), Somewhat difficult (2), Difficult (3)  Very difficult (4)]

Most difficult to recruit:  [click] Chief Development Officer, by far; then CFO [click].
I imagine finance/money-related positions difficult to find in a theological world (where theology is sacred, money is profane?); not many who are skilled/knowledgeable in both.
Concerning, given fundraising and development work is at the top of list for work that has changed.
Most difficult to retain:  [click] Chief Development Officer; close second is Senior Technology Officer.
Both key to future of theological schools


Changing Nature of Work 














Changed Nature of Work

Compared to predecessor, how has your work changed?

More duties around fundraising, higher amounts

More strategic planning, greater need to plan for the future

viore_time on external relations and developing reputation
More time spent expardingprograms, developing new...
More time spent on financial issues (budget,...

More time spent on administrative tasks

Change of being embedded in/merging with a university

More time spent developing/facilitating community culture

More time spent on faculty issues (hiring, resistance)

More time spent on accreditation and assessment

More time spent on student issues, more complex

Decrease in teaching load, less directly academic

3
S

5% 10% 15% 20% 25% 30%

Source: ATS Leadership Studies, 2019-2021
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Changed Nature of the Work

Below the top 3, interesting to note how changes are reflected by different types of leaders and schools:
More time on administrative tasks [click]:  
Salient for those in largest institutions (HC over 300); not salient for those in small institutions (HC 75 and under)  note, this about change; CEOs at small institutions always had to devote a lot of time on administrative tasks?
More time spent on community culture:
Much more salient for women executive leaders (32%) than men executive leaders (7%)
More time spent on faculty issues (hiring, dealing with resistance from faculty):
Much more salient for women CEOs (18%) than men CEOs (5%)

Also, interesting to see [click] the decrease direct connections of the work to academic life and decisions.
What has this meant for the role?  And hiring for the role?
What has it meant for organization?



Leadership skills gap 














Leadership

Preparation
Gaps

Source: ATS Leadership Studies, 2019-2021
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Leadership Preparation & Skill Gaps

Are ATS executive leaders prepared for these changes and other stressors?
Self-reporting of how prepared CEOs feel for different leadership skills:  
	brown completely prepared  dark blue, not at all prepared;
	Ranked in order of “Completely prepared”

At the top are skills executive leaders are known to possess [click]—Articulating vision, Communication skills.
Nearer the middle [click] are Board Leadership, Strategic Planning, Change Management—all important skills for the senior executive leader.

Recall, dealing with difficult employees is a top stressor.  Inter-personal skills [click] is near the top, but Conflict management & Mediation are near the bottom, where CEOs report less preparation.  
The combination of “hard” skills of working through conflict and “soft” skills such as inter-personal skills may be what CEOs need to successfully address the stress of difficult employees.
Also near the bottom are [click]  Fundraising (key to the role), Financial management (while not the key role for finances, it was one of the changes in the top half.) [also, CFOs remarked on their survey the desire to have a partner in the person of the CEO]

*Submit questions through Q&A feature.  “Like” vote.

Future Outlooks 
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Presentation Notes
Road map (DEBBIE)

Status of the Role—who are the leaders, roles & responsibilities, paths to the role, longevity in the role
Nature of the Work—changes to the work, employee hiring/retention, effectiveness

Future Outlooks—Resources available to them


Program Interest 













Program

Interest

Source: ATS Leadership Studies, 2019-2021

—

Developing sustainable business models
Fundraising

Strategic planning

Change management
Budgeting/financial management

Grant writing

Networking/building social capital

Board leadership

Articulating the organization’s...

Facilitating uncomfortable conversations

Conflict management

Valuing human resources of the...

Navigating organizational politics
Ability to motivate others
Mediation

Decision-making skills
Communication skills
Ability to delegate
Inter-personal skills
Generous listening

o

=
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Leadership Program Interest

If ATS were to offer programming and resources focusing on the following skills, I would be interested in participating (most frequent to least):
3-point scale:  Not at all interested (1), Somewhat interested (2), Mostly interested (3)
Topics above 2 Somewhat interested [click]:
Developing sustainable business models
Fundraising
Strategic planning
Change management
Budgeting/financial management
Grant writing
Networking/building social capital
Board leadership
***All, “hard” skills.
Some differences by type of school:  
Budgeting/financial management  Far greater proportions within Small schools and Largest schools who reported they were mostly interested in this topic
Board leadership  Far greater proportions within Small schools said they were mostly interested in the topic

Interesting that Mediation is still among the bottom 3rd, though Facilitating uncomfortable conversations and Conflict management are in the middle  prioritizing needs? Willing to endure the stress?  No solution or different solution to difficult employees and colleagues?

Good news!
ATS already beginning to address conflict management in both the Executive Leadership Institute and Chief Academic Officers gatherings

Programming 













Future Outlooks

FROM ATS:

a-IS The Association of Theological Schools
Cohorts of similar schools The Commission on Accrediting
Presenters from schools like my own

Fewer than 3 days for event
Experts from outside theological education

Conflict management

Sustainable business models

Presidential transition and succession planning
Working with foundations

FROM PARTNERS:

Webinar series: Part 2

® Auburn Theological Seminary, April 28, 1-2pm Eastern
® In Trust Center - Research Study of Boards IN T RUST

Source: ATS Leadership Studies, 2019-2021
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Future Outlooks

Executive leaders indicated they would be interested in:

From ATS (in order of frequency):
Cohorts comprised of persons from similar schools
Presenters from schools like their own (esp for executive leaders from EV and RCO schools)
Event durations fewer than 3 days
At same time, featured experts from outside theological education (esp for executive leaders from ML schools)

You will be interested to know, ATS is offering programming on:
Conflict management—addressing resistance, working through change
Tools to understand financial viability of schools’ educational programs (CFOs first)
Molly also wrote about:  
Arranging conversations about presidential transition/succession planning
Assistance with working with foundations

Additionally, from our partners in theological education:
This is part 1 of webinar series on executive leadership.
Part 2 will be held Monday, April 28, 1-2pm Eastern
Presented by friends from Auburn Theological Seminary
Share findings on important research study – “those who left” (what can we learn about keeping them from leaving)
In Trust Center also doing a first-ever comprehensive research study on boards
In particular, analyzing through a framework of board types

Q&A 
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ATS Research Webinar on
Executive Leaders, Part I

Deborah H.C. Gin, Director of Research Molly T. Marshall, President
Association of Theological Schools United Theological Seminary of the Twin Cities

The Association of Theological Schools

The Commission on Accrediting IN T RUS T
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Best wishes to you as you continue your work in theological education!
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