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[image: image2.wmf]Abstract: With a change in leadership at the top of an organization, the effects are often hard to fully estimate. The retirement of a registrar brings challenges that are not faced very often, and may often be first-time challenges for many in the office. The steps that a Registrar’s Office can do to adapt to the change in leadership, and the preparation that can be done by office staff to ensure continuity between two leaders are discussed in this article. The context for the discussion is the retirement this summer of Barbara Balz, the Registrar at Oregon State University for the past sixteen years. The areas of discussion include perspectives of the office staff about the change, how an office can positively impact and participate in the selection process, and issues related to continuity and transition. 
Introduction 
 

We are constantly reminded that change is the only real constant. Some change is relatively frequent, and to be successful individuals and organizations become skilled and comfortable with adapting to alterations in the workplace. Other types of change are less frequent, and perhaps because of the infrequency, adapting to those circumstances is a little more complex. One such example that is confronting the Office of the Registrar at Oregon State University is the retirement this summer of our registrar of the last sixteen years. Barbara Balz has worked in higher education, and specifically in enrollment management offices, for the past twenty-five years. Her expertise and leadership skills are first rate, and the response to her departure, university-wide and in our office, will be appreciation for the work and support that Barbara has provided, and best wishes for an active and wonderful adventure in retirement. The university now faces the task of selecting a new registrar to lead and contribute with the same excellence. The obvious goal will be to select a person who will bring a strong enrollment management background, strong leadership skills, and commitment to the university. 

In the meantime, one of the realities is that the current staff of the Registrar’s Office is looking at the change with great interest. Two factors that make this leadership change very significant are that the head of the office is leaving, and it has been sixteen years since the last change of this type. The Registrar’s Office is a strong organization, and because of the processes, procedures, outlook, and cohesiveness engendered by our retiring Registrar, we are in a great situation professionally and organizationally. There is well-placed confidence that the office will continue to provide excellent service. However, it is only natural that a change of this significance will prompt questions and conjecture about what lies ahead. 

The approach that the university takes to the replacement of a registrar is by far the most important aspect of the change from one leader to the next. There are things the office can affect in that approach, and there are some things that are clearly, and appropriately, beyond the impact of the office staff. Because this specific investment in human resources is very important to everyone who serves in the Office of the Registrar, the change in leadership is something that will continue to be on the minds of the office staff, especially as the retirement date nears and the selection process for a new registrar draws to a close. 
What follows is a discussion of topics that have or will come in to play in this transition:
· accepting the change 
· importance of continuity
· selection process, and 
· transition period and beyond. 
The discussion is hardly scientific, and does not deal specifically with subjects from AACRAO’s Registrar 101 curriculum, or with specific human resource issues. However, the change is significant, the concerns are important, and the issues are very helpful in helping an organization, and individuals, deal with a change to new leadership. 
Accepting the Change

In many respects, dealing with change is part and parcel of the work of any Registrar’s Office. We, as a profession, continually analyze and examine processes to determine what is most effective and efficient for the university and the customers we serve. In the day-to-day and the term-to-term work that is done in the Registrar’s Office, one of the defining characteristics is adapting to, embracing, and, often, encouraging change. Even in as short a time span as the last five years, every Registrar’s Office can list the enormous changes in the areas of registration, degree audits, grade submission, enrollment verification, and on and on. Barbara Balz has hired the majority of the current managers, and in her tenure at OSU has developed and managed a more technologically-based staff with a clear focus on streamlining processes and maximizing the services available to students, faculty, departments, and the public.
What has been a distinct advantage for the Office of the Registrar at Oregon State University over the past sixteen years has been that the enormous change has occurred against a backdrop of constancy – the effective leadership of one registrar. That leadership has meant tangible advantages in awareness of campus climate, long-term working relationships with most of the academic and administrative leaders on campus, and a consistent view and operating style in dealing with the strategic and day-to-day challenges that the university has had to meet. As is the case when any official retires, the institutional history that will be lost, despite the best attempts to forestall such a loss, will be enormous.

The retirement or resignation of a department head is a distinctly different type and level of change than we face in the normal course of business. This particular type of change is often the rarest, the most difficult to prepare for, and in most cases the most difficult to accept. It has been sixteen years since the last such change, and only five of the current staff of eighteen were with the Registrar’s Office at the time of the last similar change. 
[image: image3.wmf][image: image4.wmf]The announcement of Barbara’s leaving was met with congratulations and warm wishes. There was some surprise, though there was also awareness in the last several years that her retirement was not going to be too far off. But when the announcement was made, the office did have to come to grips with the fact that a huge change would face us in the very near future. The reactions to the announcement were fairly typical – Would Barbara reconsider? If that was not feasible, then would a clone be possible? At some point, there was the realization that neither unrealistic wishes nor currently unavailable cloning technology were going to be helpful. The reality is that we have to accept that the change is going to occur, and that there are steps that the organization – both the Registrar’s Office and the leadership of our Enrollment Management unit – can take to affect the best transition possible. 

There are concerns about what the change will mean, what will be different, what will remain the same, and how the changes will impact our work, as an office and individually. It is natural to wonder what the differences will mean, and natural to work to ensure that the differences are positive and productive. It is not easy to do that, but those are the challenges that our office faces in the very near future. 

That, as simple as it sounds, is the first step. The change is going to happen and it will be the university’s responsibility to move forward with a selection of a new registrar, and the office’s responsibility to work at the same excellent level in the interim and to adapt to the leadership of the new registrar after the selection is made. Further, beyond how the university responds, it will be the responsibility of every individual in the Registrar’s Office to accept and adapt to the change.
Continuity – Changes and Differences and Adapting to Both 
In accepting and dealing successfully with the change in leadership, it is important to understand how and why differences will appear in the operation of the office. Perhaps what a lot of the staff hopes for is that some, or even all, of the current practices will continue. Given the environment of change in which we work, that is not likely. 
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It is only natural that in the face of the work that we have done, that the office as a group would think of continuity as perhaps one of the most important issues. We have developed efficient and effective processes for developing class schedules, registration, grading, processing transcripts, and commencement, and we continually look to the development of technological solutions for the processes and issues most effectively dealt with via automation and technology. Other work of the office, from interaction with departments and advisors, to exception processes such as late registration changes and reinstatement of academically suspended students, are processes that we have worked hard to improve. What we must also realize is that the effectiveness of our processes and procedures, and the efficiency with which they are carried out in the office, are significant arguments for not making wholesale changes to our operations. While some may worry that wholesale change will be the first course of action for a new registrar, it is as reasonable to predict that effective processes and procedures will not be changed simply for the sake of change. 
Continuity and a sense that nothing needs to be changed is also a bit unrealistic, as in most cases there are things that a new registrar will want to look at, or there will probably be instances where what a new registrar is comfortable with may not mesh entirely with how processes and procedures were previously administered. That is neither a criticism of prior leadership nor a mandate for change; it is simply an acknowledgement that there may be instances where even the most devout wishes for continuity will not prevail. It is unrealistic to assume that a new registrar will not have ideas that require change, and certainly there will be a desire on the part of the new registrar to at least review processes and procedures. 

In addition to the continuity in the area of tangible issues such as processes and procedures, there will also be the equally important area of management style. Will the new registrar manage in the same style as Barbara? A staff as seasoned as the current one understands that the answer to that question is that some aspects of leadership may be the same, but the more realistic view is that there are many areas where the leadership style may be distinctly different. The new registrar may lead in the same way Barbara has, and may do some things similarly to the way Barbara did them; however, because leadership styles vary widely and depend on a wide variety of factors, it is more likely that we will see a number of differences, as well. Again, the issue is not one of which style is right or wrong, but responding to the leadership and understanding that a new leader will make decisions in a way that is comfortable for him or her, and in a way that corresponds to his or her management strengths. 
The Selection Process 

[image: image7.wmf]The Registrar’s Office is a part of the OSU Enrollment Management division, and the registrar reports directly to the Assistant Provost for Enrollment Management, Kate Peterson. On Barbara’s recommendation, Kate approached the Registrar’s Office, as soon as possible after Barbara’s retirement announcement, about the timelines for the hiring process, the qualifications and job announcement, and to solicit input from every member of the staff. Kate met separately with the managers in the office, and spoke at length on the qualifications and tangible assets that OSU was looking for, and asked for assistance in defining the type of characteristics that the managers felt would be critical for the new leader to possess. 

The search committee was designated by Kate Peterson, with input from Barbara and others. Few of the office staff have experience trying to configure a search committee at this level, but as part of our meetings with the Kate, it was interesting to hear the rationale for the way the committee would likely be set up. One of the managers in the office was selected to participate on the search committee, and her inclusion was another indication that the office would have some input in the selection process. 

During the interview process, the staff will have an opportunity to meet with the candidates and attend the open forums for each of the candidates. The forums, which are opportunities for the candidates to meet with staff from all departments and offices of the campus, are a part of virtually all personnel searches at OSU. The decision is not one we directly influence, but there will be an opportunity to meet and talk with the finalists, and to see each of them as they interact with other campus staff during the open forums.
Everyone in the office realizes that job searches and hiring are not perfect sciences, but we do understand how important the position is to everyone at the university, and are appreciative of the opportunity to talk with the EM Assistant Provost, to meet with candidates and talk with them, or just to listen to the discussions. 

Transition and Connections





Though we in the Registrar’s Office know that a major change is on the way, and we can do a number of things to prepare for the change, the most telling time for both the new leader and the current staff will be in the transition phase. 
The transition will be the time when familiar aspects are retained and new aspects are introduced. Knowing that those changes and differences are in the offing is one way of dealing successfully with them. The success of the transition depends on a variety of influences, some of which the office staff can influence and others we which cannot. 
The office hasn’t dwelt on these factors in any formal fashion, but it has been the intent of managers and staff to prepare, to react positively, communicate clearly, and focus on the services and work processes that we are experts in. There are several things that have been done to acknowledge and prepare for the change. 
Preparing for the Change 

As mentioned earlier, the staff has been aware that the change was coming, and in the last few months has been aware of when Barbara would leave the office. Adapting to the change has been, as anticipated, different for every person on staff. Much of the preparation will continue to be personal; however, there have been some things that have been done as an office to ensure that no one is surprised by what is in store, and to make the transition time and beyond as positive as possible. 

As noted earlier, the announcement was, of course, made to the office. Shortly after, the EM Assistant Provost met with the office and explained the general outline of the next few months. Additionally, she asked for input from the staff about what the search committee should look for in the next registrar, and also allowed time for any other comments. Naturally, not every staff person provided input, but everyone had the opportunity to listen and the consensus was that the meeting and discussion were useful.

Since then, staff meetings in the office of the major function groups have noted the change from time to time, and without directly addressing any specific issue, managers and supervisors of those groups have let everyone on staff know that any questions or concerns can be brought up.

One of the major staff development events for the Registrar’s Office is an annual summer retreat, and one of the specific items at this year’s retreat, held only last month, was the leadership transition. In addition to a celebration for the work Barbara has done and the support she has provided, the office acknowledged that one of our major goals this year will be adapting to the change in leadership. The change, as staff noted, must be made by everyone in the office, and though some of the adapting will be personal, the entire office will meet the goal of a successful transition only if the entire staff contributes. The ways of adapting were not specifically identified; however the affirmation of the goal was an excellent element in the preparation to meet the change. Some things will not change, others things will, and having no pre-judgments on what is right or wrong in that change has been healthy to set the stage. 
Starting Out 
One of the transition activities may be a hand-off from Barbara to the new registrar. The extent to which the new registrar will have the opportunity to meet with Barbara depends on the timing and speed of the selection process, and on the schedules of both the new and the outgoing registrars. Additionally, much will depend on the preferences of both in terms of working through the transition period, and the Assistant Provost for EM will, obviously, also have input in the activities of the transition period.
One of the important questions will be how the new registrar prefers to transition into the position. What will be the preference for acclimating to the new position – will the new registrar prefer to investigate and/or experience the campus without input from the outgoing registrar, or will he or she prefer some context and background on the central issues? Or, will there be a middle ground that allows for some input from the experienced, outgoing registrar, and also leaves the new registrar free to make his or her own way with comfort? 
The advantage of having the context and viewpoints from the person who has been in the Registrar’s position for the last sixteen years is an obvious advantage. Those advantages will no doubt be viewed against the advantages of a fresh and completely new view of all the issues. Barbara’s experience and willingness to cooperate in appropriate fashion are keys to these points. Her experience is extensive and views would be helpful; however, her judgment is excellent and she is attuned to the possibility that the new registrar may simply prefer to see the campus and experience the issues first-hand. 

Realistically, there is only a certain amount of time that the new registrar will have to work with Barbara, even in the best of time circumstances. The search may not be completed by the date of Barbara’s departure, and it is reasonable to expect that coming back to the office on a regular basis may not be what she views as optimum retirement activity. All those factors, preferences, and perspectives will be part of the final answer on how one part of the transition takes shape.
Transition and Major Projects 

In considering the work necessary to complete the major outstanding projects in the office, Barbara and the office managers realized that a successful transition in the Registrar’s Office is also crucial for the University. The planned projects will have significant, positive impacts on students, faculty, advisors and departments – projects such as registration wait lists, enhancements to registration priority schedules, articulation issues, degree audits, electronic grade submissions, online applications to graduate, and others. The decision to move forward with the projects was made by Kate and Barbara. That decision and the strategy on managing the outstanding projects are ways that the office has been able to directly, and positively, impact the transition. 
Throughout the last seven months, these projects have been considered with the thought that although Barbara is leaving, much of the ground work could be done now. That has been advantageous in several ways: first, Barbara’s input on the implementation issues and other factors can be included; second, the remaining staff would be able to carry out the implementations after Barbara’s departure; and, third, the new registrar will be able to move into these projects with very substantial planning and preparatory work already begun. 

The office has spent time this summer reviewing each of the major outstanding projects to make sure that all tasks and planning are on track, all the necessary preparations have been made, and clear timelines are in place to complete projects.  Had the decision to move forward and the planning not been done, new development would have been delayed for these crucial projects for up to one or two years, as Barbara prepared for her departure and the new registrar became familiar with the projects and comfortable with taking on the implementation of them.  

Communication and Collaboration

Besides the time and energy that will be spent in acclimating to the campus, the new registrar will find a staff that is anxious to work with and get to know him or her. There will be no doubt ways that the new registrar will want to approach meeting with and working with the staff, and it will be the staff’s role to accommodate those activities. 

Though this is a type of change that happens relatively infrequently, there are a number of similarities to other instances when we have had to deal with new circumstances. Every one of us in the office has had the experience of starting a new job, and those experiences are similar in many ways to what the new registrar will experience in the transition to the new position. When anyone starts a new position, there is confidence, probably some concerns and uncertainty, but in general a sense that everything will go well. Otherwise, they would not have accepted the position. The office is certainly expecting a confident and competent person, and we will work to ensure a positive experience. 
One key aspect of the transition will be the work of the office managers to adapt to the new registrar. This will originate from a position of open communication and positive views. There have been a variety of opportunities and venues for the free exchange of information in the past, from weekly staff meetings, to inclusive project teams, to an open door to the registrar’s office. That openness will be one of the characteristics of the office that the managers will strive for, and though the specifics of the communication process may be different, the communication itself will be key. The relationship of the registrar and managers is a strong example for the rest of the office, and though there is great latitude in how the relationship is nurtured, it is another of the features of the office that will be key to the transition and beyond. 

Conclusion

As the day approaches when a new registrar will assume the leadership of the OSU Registrar’s Office, the staff prepares for the new experience. This type of change is not a common occurrence, and one that the current staff will no doubt accept and adapt to successfully.

We will prepare in many different ways, as a unit and as individuals. The experience will be positive, as the office has a history of successes and a goal of service to the university and all persons who we work with. But the significance of the change should not be underestimated, as it will bring changes and it will be the responsibility of the office staff to deal positively with those changes. Our emphasis has been to accept the change, to acknowledge that our office is an efficient and effective office, to participate to the extent possible and appropriate in the selection process, to contribute to a positive transition, and to continue beyond the transition to work as we have always done to meet our goals for problem-solving, teamwork, collaboration, and service to the university. 
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