BEFORE YOU MOVE FORWARD, CLEAR THE WAY

Executive Briefings

Key Takeaways

e Approval answers whether an initiative should proceed; readiness determines whether the institution can
execute it successfully.
e Expose dependencies and make ownership unmistakable before implementation turns uncertainty into

delay.
e Protect the people and capacity required for prioritized work with the same seriousness given to its budget.

Estimated Reading Time: 4 minutes
Choosing the right priority does not guarantee a successful start.

An educational institution can make a sound decision, secure funding, select the right technology, and still discover
that the organization itself was not ready to move.

The obstacle may be unclear ownership. Competing demands on key people. Data that needs attention. A process
nobody has fully examined. A dependency discovered too late. Or simply different expectations about what the
initiative is supposed to accomplish.

These are not implementation problems.

They are preparation problems.

A Decision Is Not Yet Readiness

Once leadership approves an initiative, there’s a natural desire to create momentum.

Dates are discussed. Resources are assigned. Vendors may become involved. Teams begin looking toward
implementation.

But approval answers only one question:

Should we do this?

Readiness requires several others.

Who owns the outcome?

Who needs to participate?

What existing processes will be affected?

What information, systems, or decisions does the work depend upon?

What could prevent the institution from moving when it intends to?

Answering those questions before implementation begins can feel slower than simply getting started.

Usually, it’s faster.



Find the Dependencies Before They Find You

Few institutional initiatives exist in isolation.

A technology change may depend upon data from another system. A new process may require cooperation across
departments. An infrastructure project may affect applications that were never part of the original discussion. A
seemingly straightforward improvement may require procurement, security review, policy changes, training, or
integration work.

None of those dependencies necessarily makes the initiative a bad idea.
An undiscovered dependency, however, can make a good idea unexpectedly difficult.
Preparation means looking beyond the project itself and understanding what surrounds it.

The earlier those connections become visible, the more choices leadership has about how to address them.

Make Ownership Unmistakable

Many initiatives have participants.
Fewer have clear owners.

When responsibility is distributed too broadly, decisions can slow because everyone is involved but nobody has
sufficient authority to resolve uncertainty.

Successful preparation requires clarity about who is accountable for the outcome — not simply who attends
meetings or completes assigned tasks.

That does not mean one person does everything.
It means someone can answer the question:
Who makes sure this keeps moving?

For initiatives that cross academic, administrative, financial, and technology boundaries, that clarity becomes
particularly important.

Protect the Capacity You Will Need

A project can appear fully resourced on paper and still compete with everyday institutional demands from the
moment it begins.

The same people needed for modernization are often responsible for keeping existing systems running, supporting
faculty and staff, responding to security issues, meeting reporting requirements, and handling the unexpected.

Their time is not an unlimited resource.

If an initiative matters enough to prioritize, the capacity required to execute it should be protected with the same
seriousness as its budget.

Otherwise, the institution may approve the work without ever truly making room for it.



Closing Thought

Preparation isn’t the ceremonial stage between deciding and doing.
It’s where many of the conditions for successful execution are created.

Clarify ownership. Expose dependencies. Confirm capacity. Resolve assumptions while they are still inexpensive to
change. Make sure the people involved understand not only what is being done, but why it matters and what
success should look like.

Then move.
The goal isn’t to eliminate every uncertainty before an initiative begins. No organization can.
The goal is to avoid entering important work with preventable uncertainty already built into it.

Finish strong by understanding that momentum doesn’t begin when the project starts. It begins when the
institution is ready for it to start.

Start the Conversation

e Every successful modernization initiative begins with a shared understanding of where you are today and
where you want to go next.

e If your leadership team is evaluating modernization priorities, Anchor Bridge Innovations would welcome the
opportunity to start that conversation.



