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Effective Large-scale Project Planning: 
Responsibilities, Roles, & the Holding Environment

Stephen Lazarus, 
Facilitator & Consultant
Handbook Drafter
stephenlazarusllc@gmail.com

● President
● Provost
● Associate Provost & Project Manager
● Handbook facilitator & drafter
● Faculty & Board handbook committees

Adaptive vs Technical Leadership, Ron Heifetz: 
“Create a "holding environment" where people can feel safe to 
exist in the struggle without feeling overwhelmed by it. This 
requires providing direction, protection, orientation, conflict 
management, and productive norms to support stakeholders.”
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“Gatekeepers, Endorsers, Resistors, Fence-sitters 
try different tactics for work avoidance-
displace responsibility and divert attention.”

Ron Heifetz & Farayi Chipungu, Harvard

Common patterns of work avoidance include displacing responsibility and diverting attention
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3 reasons people resist change:

1. They don’t agree with your story.
Based on their experience & lives, they think you’re wrong.

2. They don’t see a way to be successful.
You don’t know why or what is getting in their way.

3. They don’t think it’s worth the effort to make the change.

Dr. Mark Jaben, MD: Physician coach LEAN Healthcare
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OWU Faculty Handbook Example Changes:

● Strategic: market rate salary, observance of university 
mission, course caps

● Current: qualifications to teach, conflict of interest, 
faculty-student relationships, part-time faculty policies

● Equitable: tenure and promotion standards, grievance 
procedure, parental leave

● Clear: organization, resignation policy
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“Our dilemma 
is that we 
hate change 
and love it at 
the same 
time; what we 
really want is 
for things to 
remain the 
same but get 
better.” 
(Sydney Harris)
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Welcome to 
Portland State University
Warren Wilson College
The Context…

17



Overview
1. What is the same as OWU…

○ Faculty handbook needed revision

○ New Provost

2. What is different…

○ Employee Handbook and “Green Document”

○ Immediate legal issue created need

○ Everything, everywhere, all at once…
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Where We Are
1. Triage

○ Doing it parts– focusing on the most legally 
consequential bits first

○ Clarity about what belongs where

2. Structure

○ Creating a Governance committee

○ Assigned project to AAD
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What I Learned
1. Know Your Handbook… Immediately
2. Know Your Legal Counsel and HR
3. Know Your Culture
4. The Magic Governance Question…

○ Whose Decision Is It To Make and By What 
Process?

5. Backmapping
6. Whole-Part-Whole
7. Identify Your Lieutenants
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Questions & 
Comments
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Thank you 
for attending 
this session!

22


