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Presenter
Presentation Notes
Welcome (DEBBIE)—findings from the study on “Chief Financial Officers in ATS Schools”.

Debbie Gin, ATS Director of Research and Faculty Development.
Co-presenters are Bob Landrebe, currently consultant and executive coach for theological schools and nonprofit orgs; retired Senior Vice President and Chief Operating Officer, Asbury Theological Seminary
Bob served as the Role Advisor for the study.
And Chelsea Brooke Yarborough, ATS Associate Director of Leadership Development 
Also from ATS, Monica Laughery, Program Coordinator for Initiatives, Research, and Faculty Development.
Lauren Johnson, Program Assistant for Leadership Development.

For future reference, we encourage you to read the full report on ATS’ website (see other reports of full study—6 leaders, CEO, CAOs, CDO, IT, SPAN—there as well), and an upcoming Colloquy article on findings from this study:  
https://www.ats.edu/Recent-Ats-Research-On-Special-Topics-In-Theological-Education--scroll down to "School Leadership"
https://www.ats.edu/files/galleries/ats-study-cfos-final-report-exec-summary.pdf  



ATS Leadership Studies:
CFOs

Conducted in 2019—survey to all CFOs + 18 interviews

Purposes
e Status of the role—changes? stressors?
* Needed changes in ATS programming

Sample size of 83 (60% response rate)
* Fair representation by type of school
(™ML, L Related, v'Size)
* Fair representation by individual demographics
(MFemale, v'"Race)

Source: ATS Leadership Studies, 2019-2021
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About the study (DEBBIE)

Conducted late 2019 – survey to all CFOs (157 invites), 18 interviews
Purposes:
Status of the Role—changes? nature of work? satisfaction and longevity? effectiveness? What keeps up at night?
Needed Changes in ATS Programming

60% response rate; response sample size (N=83)

Fair representation by type of school
Overrepresented by ML; slightly underrepresented EV; underrepresented C/O
Underrepresented by related/embedded
Very good representation by size
Fairly good representation by individual demographics
Overrepresented by women CFOs
Good representation by race



 ROAD MAP (DEBBIE)





STATUS OF THE NATURE OF THE PROGRAMS TO
ROLE WORK SUPPORT
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Road map (DEBBIE)

Status of the Role—who are the leaders, paths to the role, stress/satisfaction/durability

Nature of the Work—areas of responsibility, changes to the work, preparation & effectiveness

ATS Programs to Support—Resources available to them










Status of the Role

ANNAN Who are the leaders?

Avg 7 years service in role—2"9 longest of senior leaders
* Almost 40%—Iless than 4 years at school

Prior experience—avg 4.5 years as CFO
*  Over half—first time as CFO

Years Service as School's CFO

2-3 yrs 4-6 yrs 7-10 yrs 11-25+ yrs

Source: ATS Leadership Studies, 2019-2021
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Status of the Role (DEBBIE & BOB)

Who are the CFOs?: 
Years of service in current role:
Avg over 7 years’ service (7.1)—2nd longest among senior leaders; just under Senior IT leader
[Click] However, Distribution of length in role shows  almost 40% have been serving less than 4 years at the school 

Prior Experience in a CFO role:
Avg 4.5 years as a CFO elsewhere
But for over half (52%), this is their first job as a CFO.



 Paths to the Role (DEBBIE)














Status of the Role

ANNAN Pathways to the Role

What helped you attain your position?
* Growth and development of skills (62%)
* Effectiveness in prior leadership role (58%)
* Education (46%)

Education / Certifications:
38% MBA

47% CPA or CA f

Prior work experience:
Business (79%)
Nonprofit (44%)
Higher Ed (20%)

Just prior, mainly from

Source: ATS Leadership Studies, 2019-2021
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Paths to the Role (DEBBIE & BOB)

What helped you attain your position?  (12 options; could choose 3)
62% Growth and development of skills
58% Effectiveness in prior leadership role
46% Education

In terms of education or training,
38% have an MBA  
47% have accounting certification

Prior work experience—worked in the following at some point in their career:
Business 79%
Nonprofit 44%
Only 20% in Higher Ed

Jobs just prior were in Business (42%) and Nonprofit (18%)
[click] Interview quote (stand alone, Catholic)  challenge that not-from-HE is


***For many, good preparation for the role; 
	still, for half, this is their first job as a CFO, likely no experience in HE 
 and  responsibilities (much of which, no training).


 Satisfaction in Role (DEBBIE)



Status of the Role

NN\ Satisfaction in the Role
/\/\/\/\ Overall satisfied, middle of all senior leaders

Most satisfied with (of 11 work features):
 Work they do Job Satistaction & Importance
* Relationships with coworkers
* Relationship with board

argest Gaps between

Least satisfied with:
» Supervision/oversight they receive

* SaIarY . Intend to leave
* Relationship with faculty in next 12 months?

Intentions to leave?

* Most see themselves retiring from their current job— Notlsure
highest agreement of all senior leaders 24%

* Leavingin next 12 months? 12% Yes, 24% Not sure
Majority not actively looking for other jobs

Source: ATS Leadership Studies, 2019-2021
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Satisfaction & Durability in the Role (DEBBIE & BOB)

Degree of satisfaction—overall satisfied, about middle of all senior leaders
Of 11 work features:
Most satisfied with the work they do, relationships with coworkers, relationship with the board.
Least satisfied with supervision/oversight they receive, salary, relationship with faculty

Also asked about how important these work features are:
Largest gaps between satisfaction & importance (all less satisfied than importance): 1) functioning of work team, 2) work they do, 3) supervision/oversight they receive


Intentions to leave (Way to concretize Satisfaction; schools need to attend to—turnover is expensive)
Most see themselves retiring from current job—highest of all senior leaders (agree 2.82; next highest CEOs, 2.70)
12% said Yes (about half potentially with retirement), additional quarter (24%) Not sure if they will leave their position in next 12 months 
Majority not actively looking for other jobs, but….


 Predictors of looking elsewhere (DEBBIE)








Status of the Role

Predictors of actively looking for another job:

* Job Satisfaction—Dissatisfaction with board
* Stress—Finding a sustainable business model, Dealing with change and innovation

*  Skill Preparation—Poor conflict management skills

Major stressors:

Greatest Causes of Work-Related Stress

inding a sustainable business mode
Dealing with difficult employees...
Annual budget cycles

Balancing demanding work hours...

Solving enroliment challenges [ ———

Hiring and retaining effective employees |

Dealing with change and innovation | —————

Legal issues related to the school g

Dealing with difficult board members |

0% 10% 20% 30% 40% 50% 60%

Source: ATS Leadership Studies, 2019-2021
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Durability in the Role (DEBBIE & BOB)

Predictors of Actively Looking for Other Jobs (satisfaction, stress, and skill related):
Satisfaction item:  Dissatisfaction with board (no other areas of satisfaction)
Stress related to finding a sustainable business model
Stress related to dealing with change and innovation
Job skill gap—poor conflict management skills
Areas for schools to consider to retain good employees  support CFO development in these areas

Looked at job satisfaction already (one of highest jobsat is relationship with board).
Top 3 Stressors:
Finding a sustainable business model  stressor that keeps nearly 60% awake at night [Click—significant predictor of looking elsewhere]
Dealing with difficult employees and colleagues
Annual budget cycles

Compared to CAOs:
Balancing demanding work hours with other responsibilities
Dealing with difficult employees and colleagues
Solving enrollment challenges

***What might these different lists mean for the working relationship? Alignment & org movement?
	For finding at-risk CFOs?


 Road Map (DEBBIE)


STATUS OF THE NATURE OF THE
ROLE WORK
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Road map (DEBBIE)

Status of the Role—who are the leaders, paths to the role, stress/satisfaction/durability

Nature of the Work—areas of responsibility, changes to the work, preparation & effectiveness; main concern for TE


 Bob: chart of work functions









.

Nature of the Work
SENIOR LEADERSHIP WORK FUNCTIONS
Hats
r Many o
CFOs Wea nd RespOf\S‘b‘\‘t‘eS President
example of Roles @
VP - Others VP - CAO VP - CDO VP - Others
MANAGEMENT WORK FUNCTIONS
Director of Director of Director of
Facilities Finance HR
TECHNICAL WORK FUNCTIONS
Custodial Grounds Auditing Accounting Cash & Payroll Benefits
Investments
Building New Tax Cashier Accounts Hirin HR Policy
Maintenance Construction Reporting Payable & Admin
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Nature of the work (BOB)



“Do you hold multiple positions in your institution?”  asked this of all C-suite leaders

[CFOs in theological education  chart showing examples of wide range of roles and responsibilities
For some CFOs, they oversee three different roles/offices—facilities, finance, HR
For other CFOs—those in smaller schools—the one CFO does all of this.]

 (Debbie) Many hats cartoon











po/ES, right?

—Stand anne, ML Den

HOW MANY HATS
|5 TOO MANY HATS?

I'M ASKING
FOR A FRIEND.

© CHICK INGWERSEN, captainscratchvcom Follow me on Instagram: @captainscratchy


Presenter
Presentation Notes
Many hats (DEBBIE)

Borrowed from Technology leader webinar 

The phrase "I wear many hats" is proving never more true than in small organizations like seminaries.

Median HC enrollment of ATS school = 132, likely unable to hire multiple positions [Interview bubble: stand alone, denominational ML]

About half CFOs (51%) hold multiple positions; half don’t
[Highest were deans (96% do); lowest were chief development officers (31% do)]

 Change in Nature of Work (DEBBIE)















How has the nature and duties of your position changed?

More Efficiency/Strategy

Added Unspec/Misc Responsibility

Added Finance Responsibility

Added Facilities/Operations Responsibility

More Time Spent in Role
Added HR Responsibility
Added IT Responsibility
Technical Changes

Staff Training

No Change/No Predecessor
Unknown/Not sure

Nature of the Work

o
X

5%

10%

15%

20%

25%

30%

35%

40%

Source: ATS Leadership Studies, 2019-2021
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How has the nature and duties of your current position changed, as compared to predecessor? (DEBBIE & BOB)

11 themes emerged from open-ended question; nearly half are related to 
	 additional responsibility.
One “Unspecified” category; the rest relate to areas from previous slide—finance, facility, HR
Plus, IT  still early in the game?

***Schools working hard to right-size personnel as part of building sustainable business model 
 strong likelihood of these areas getting added to CFO portfolio in future, if not already.

But are CFOs prepared to lead in these areas?


 Leadership skills gap (DEBBIE)















Leadership Skill Preparation Nature of the Work

Budgeting/financial manage ment
Decigon-rmaking skills ]

Waluing human resources of the org anization

Ability to dedegate

Generaus Etening

Mrticulating the of ganization's vision/ mission
Inter personal 5kills

Strategic planning

Board leadership

Ability o mativate athars

Ch ANBE M anage men L

Carmmurnication 5kills

A

Sell-care
Froviding | sadership for acereditation
ety or Kingb uilding social capinal

Mavigating organizational poli tics

Corflict maragement

Facilitating uncomianable convers ations

Mediation

Fundraising

|
Grant writig |

0.0 100 200 300 4040 300 &0 FLELH E0O 500 1000

W Not at all prepared m 5lig htly prepared Somewhal prepared H Mty prepansd W Complete ly prepared Source: ATS Leadership Studies, 2019-2021
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Preparation Gaps (DEBBIE & BOB)

[Click] No surprise that CFOs are best prepared for budgeting/financial management.
CFOs are also execut-ors—particularly in decision-making, given the many deadlines that cannot be missed (e.g., payrolls, regulatory and tax reports, financial statements, variance analysis, cash management, software and hardware maintenance routines, custodial services, building maintenance, etc)
CFOs are often relational and do well at valuing the human resources of the org.

Areas where CFOs report less preparation [Click]:
Strategic planning, Change management  both are important for senior leaders at schools that are needing to make adaptive changes. [Interview bubble:  stand alone, denominational EV]
Also, Conflict management, Facilitating uncomfortable conversations, and Mediation 
 “soft” skills important for effectively leading teamwork that comes with role, and cultivating buy-in on major changes

***Desire to participate in strategic planning and other higher-level activity and decision-making, but maybe not yet prepared.


 Preparation, Effectiveness, Interest Areas (BOB)









Preparation Gaps, Effectiveness, and Leadership Programs g LS

Level of Interest in Future Educational Programming
Not at all interested (1), Somewhat interested (2), Mostly interested (3)

-Developing sustainable business models
- Strategic planning
Change management
Budgeting/financial management
Conflict management

Facilitating uncomfortable conversations
Communication skills
Ability to motivate others
B Mediation
Navigating organizational politics

Board leadership

Decision-making skills

Articulating org's vision
Networking/building social capital
Valuing human resources of the org
Generous listening

Inter-personal skills

Ability to delegate
Grant writing
Fundraising

We were aiming at some very high-level values,
so things like we talked about...

legitimately deliver your product or education model

for

—Related, EV, Independent

[E

1.5 2

Source: ATS Leadership Studies, 2019-2021
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Respondents were asked to self-evaluate on a series of role “effectiveness” items.
CFO responses showed a mean score of 3.00 (agree with) related to their perceived roles in helping their institutions innovate and work through significant change
But!! Most CFOs disagreed with the statement:  “I have helped my institution find its way to a sustainable business model”
In other words, this work on change has not resulted for many in meaningful progress towards lasting change.  This disagreement appears to validate the research since it is widely known that many ATS schools are struggling financially.

There were some exceptions, as excerpts from one interview highlight [click]:
“Technical” solutions vs adaptive solutions


[Earlier, one of the top gaps between importance and satisfaction of work features
Supervision they receive
Also, not many receive regular reviews and opportunities to discuss longer range goals

Level of Interest in Future Educational Programming:
[Click] Highest by far:  Developing sustainable business models
[Click] But also:  Strategic planning, Change management

Next tier:  Soft skills of conflict management and communication skills and ability to motivate]


 Road Map (DEBBIE)











STATUS OF THE NATURE OF THE PROGRAMS TO
ROLE WORK SUPPORT
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Status of the Role—who are the leaders, paths to the role, stress/satisfaction/durability

Nature of the Work—areas of responsibility, changes to the work, preparation & effectiveness; main concern for TE

ATS Programs to Support—Resources available to them

















ATS Programs
to Support
CFOs

CFOs are most interested in:

Topics

Developing sustainable business models
Strategic planning

Change management
Budgeting/financial management

Conflict management

Delivery

In cohorts of similar schools
Featured presenters from schools like my own (esp RCO)
Provided more opportunity to network w colleagues

Featured experts from outside TE

/4

Source: ATS Leadership Studies, 2019-2021
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Programs to Support CFOs (DEBBIE)

At time of survey (2019), several topics drew good interest:
Developing sustainable business models—highest
A few we saw were related to self-identified leadership preparation gaps
	 Strategic planning, Change management, Conflict management
Of course, budgeting/financial management—even though already have strong preparation and experience, need help w regular updates and technical changes (e.g., accounting and auditing standards, new accounting technology opportunities, ways to improve effectiveness)

“More apt to participate…if…”
41% - Presented in cohorts comprised of persons from similar schools  imagine these to be separate meetings or separate tracks in same meeting
37% - Featured presenters from like schools (heavier leaning from Catholic or Orthodox schools—financial structures are different)
28% - Same time, featured experts from outside TE
34% - Provided more opportunity to connect or network with colleagues


Schools and ATS partner in this work to support CFOs.
To share what part ATS can play  Chelsea Yarborough, new Associate Director of Leadership Development.
Entrepreneur and former faculty at couple ATS schools, passionate about developing leaders in this subsector of TE.
Also been on a listening tour of CFOs:  gathering additional data about needs.








24-25
ATS Programs

to Support
CFOs

1. CFO Listening Project

Major Themes:

* Communication across constituencies

e Sustainable business models

* Navigating tension of expertise and new roles
* Need for community/networks

* Planning through uncertainty

2. 4-Part Webinar Series:
Tuesday November 19, 1-2:30 pm ET

Nourishing the Ecosystem: Strategic Communication
Beyond the Silo

2025:
February 4, 1-2:30 pm ET
April 23, 1-2:30 pm ET

3. Continued Conversation with CFOs

/4

yarborough@ats.edu
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Programs to Support CFOs (CHELSEA)



















mailto:yarborough@ats.edu

/4
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Questions & Answers (DEBBIE, BOB, CHELSEA)—Invite questions and discussion
Open chat


(DEBBIE) Thank you, Bob and Chelsea, for your subject matter expertise and leadership.  Thank you, Monica & Lauren, for your partnership.
Thank you, attendees, for your interest and engagement.

We hope you learned something of value from this ATS research webinar on leadership.
We’ll be sending a link to recording and posting to Engage.

Best wishes to you as you continue your work in theological education!
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