
Welcome to the newly designed and 
renamed Guttman Insights. We hope that 
you find it a step up from the previous 
look. In this issue, Dr. Jeanne A.K. Hey 
discusses how she applied a high-
performance approach to her team at 
the University of New England; Howard 
M. Guttman wrestles with ego, that old 
bugbear of many leaders; and Robert 
Krenza discusses boosting your team’s 
Emotional Intelligence. All this in a five-
minute read.   
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Dr. Jeanne A.K. Hey is dean, College of Arts 
and Sciences, University of New England, a 
7,000+-student institution of higher learning that 
uniquely specializes in the health sciences grounded 
in liberal arts education. It has campuses in 

Biddeford and Portland, Maine. 
How would you describe the team you lead? 

My team consists of 14 chairpersons and two associate deans. They are very important 

and serve as my link to the faculty and the student body. Interestingly, the chairs of various 

departments on my team were rarely, if ever, asked to think of themselves as a team. 

Academics tend not to think in these terms.

What caused you to reframe your thinking about what a team is and should be? 

When I joined the college in July 2011, I attended a retreat for which Howard 

Guttman’s Great Business Teams was recommended reading. It had a big effect on 

my understanding of teams and the importance of alignment. As a new dean, I wanted 

to build during my first year the right tone for my relationship with the critical group of 

department chairs.

What specifically did you want to change? 

I wanted this team to be much more than a body for information exchange, which is 

the typical role of chairs groups in an academic setting. I wanted the team to become a 

strategic-decision-making body. Fortunately, the team that I inherited was solid. That said, 

they did fall prey to the typical challenges of a group work environment: They often talked 

about each other rather than to each other; they said one thing in a group meeting and 



a different thing to me behind closed doors; and so on. But, as a 

group, they’re amazingly nondefensive and able to talk about these 

things honestly.

How did you raise the bar? 

I want, say, the chair of the English Department to own the success 

of, say,  the Chemistry Department—and vice versa. I want everyone 

to be accountable for the success of other members of the team—

and for my success as well. It’s a matter of striking the right balance 

between team members advocating and informing on behalf of their 

departments and feeling deeply responsible for the team’s success. 

Raising the bar is also about transparency. We need to resolve 

issues not behind closed doors but openly, in team meetings and in 

one-on-one conversations. 

What’s the biggest impediment to moving to a high-

performance team in an academic environment? 

If there is any organization that is set up for silos and focuses on 

“my unit’s success,” it’s an academic institution, where a zero-sum 

game tends to get played, especially when it comes to the allocation 

of scarce resources. Department chairs often feel that success is 

measured by their ability to get the most they can: faculty, space, 

research money, etc. This is less an indictment of individuals than it 

is of the structure of academic institutions. I realize that I’m asking 

the department chairs to think and behave in different ways from 

their traditional roles. I have to say, though, they all responded with 

generosity and openness. 

As your team went through an alignment this past January,  

I assume there was some skepticism, correct? 

There definitely were skeptics who insisted that, “This doesn’t apply 

to a not-for-profit.  We’re not a business. It doesn’t work here.” 

How did you deal with them? 

I bit my tongue a lot! I was tempted to say, “This is obvious. It’s about 

setting goals and working together.” I also talked privately with a 

few of the people whose support we needed and who were initially 

resistant. That helped. Fortunately, we had a terrific facilitator who 

was able to help the team make the transition. I was patient and 

trusted the process and those team members who were ready for 

change. Every single member came through in a big way.

What was your biggest “aha!” as a result of going through an 

alignment? 

The idea that we all carry “stories” about ourselves and others that 

can make it very difficult to work in teams. We must identify the 

stories that create core limiting beliefs about fellow team members 

and the administration. Also, it doesn’t matter if your story is true. 

The key question is, “How can you change that story in order to get 

past your grudges and work productively with those around you?”

What’s your advice to other academic leaders intent on 

moving to higher performance levels? 

If you want to play at a high-performance level, you have to create a 

context in which there is transparency and honesty. I’d recommend 

having academic teams go through the alignment process just 

for that one accomplishment. I’ve instituted a series of 20-minute 

conversations with team members, where we have candid 

discussions of issues. It’s been very powerful. As one colleague 

noted, you can get a lot done in a 20-minute candid conversation.

High Performance in Higher Education
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There are some people who are pathologically egocentric. No 

matter what you do, they will always have an excessive need to 

be in control, to assert themselves at the expense of others, and 

to be the center of attention. For example, I recently worked with 

the president of a financial services company who always had to 

be center stage. The members of 

his team were highly competent and 

experienced, but he refused to accept 

their advice or listen to their points of 

view. Worse yet, he often took credit 

for their accomplishments or berated 

them in front of clients when they dared 

to disagree with him. Not surprisingly, 

his narcissistic behavior began to rankle 

clients, who one by one began moving 

to other companies. 

Ego—the term itself evokes both 

condemnation and praise. The 

dictionary defines it as both an “exaggerated sense of self 

importance, conceit” and “appropriate pride in oneself, self- 

esteem.” It’s helpful to think of the sense of self, or ego, on a 

continuum: on one extreme are individuals whose low self-esteem 

keeps them from asserting themselves, expressing their point of 

view, and making decisions. With little or no confidence in their 

ability to do the right thing, they avoid doing anything. On the 

other extreme are those who think so highly of themselves and 

their judgment that they see no need to ever involve others in their 

decision making or planning. They act—and direct others to act—

without ever asking for additional input. 

High-performance leaders fall directly in the center of the 

ego continuum: They have confidence in their own ability, but they 

recognize the fact that others can also 

make valuable contributions. They have no 

problem sharing authority and empowering 

others to make decisions. They know 

that they can choose to relinquish control 

and, if necessary, get it back. They come 

from a place of strength and conviction. 

Egocentric leaders, on the other hand, 

come from a place of fear: the fear of 

losing control and never getting it back. 

Conscious, evolved leaders recognize 

that working horizontally is the best way 

to increase the probability of their being 

successful. They have the Emotional Intelligence to understand the 

importance of enrolling rather directing those they lead.     

Unfortunately, some leaders who score high on I.Q. tests would fail 

miserably if you measured their Emotional Intelligence. They are so 

self-involved and so concerned with their own image that they fail 

to see how their egocentric behavior limits the results they are able 

to achieve through others. In my coaching and alignment work with 

senior executives, one of my roles is to raise the consciousness of 

leaders whose “elevator is stuck at the ego floor,” preventing them 
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Are You Stuck on the Ego 
Floor?

by Howard M. Guttman

Conscious, evolved 
leaders recognize that 
working horizontally is 
the best way to increase 
the probability of their 
being successful.



and their team from ascending to a higher level of performance. 

I am not a psychologist, however; my job is to help my clients 

become aware of how their ego is getting in the way, not why. 

Interestingly, I have never coached an executive who said, “I have an 

ego problem.” Most executives who fall into this category are aware 

that they don’t feel good about where they are, that they have a 

hard time letting go of control and delegating, that it is hard for them 

to acknowledge others’ contributions. But they haven’t made the 

connection between their unhealthy ego and their unsatisfactory 

performance. Getting them to see it starts with identifying the 

behaviors that are impeding performance, then probing why they 

are engaging in these behaviors. Are they conscious that they are 

choosing them? What is the price they are paying? It isn’t until they 

become fully aware of the “balance sheet”—the benefits versus the 

costs of indulging their ego—that they can begin to make changes. 

The ultimate goal: a leader who wants his or her team to be made 

up not of followers, but of other leaders. The difference between a 

true high-performance leader and one who is ego driven was quite 

apparent to me recently, when I heard about the way several teams 

in one of our client organizations made presentations to its Board. 

One team leader, who had not embraced the high-performing-team 

model, presented his group’s plan for the upcoming year. He put on 

a one-man show: taking the floor, presenting the plan, and fielding 

questions. It was a dazzling performance, but it left the board 

wondering how any team could withstand the onslaughts of such a 

supercharged ego.

Another leader, whose team had gone through an alignment and 

was operating horizontally, shared the stage. Each player presented 

the portion of the plan that related to his or her function and, as the 

subject-matter expert, provided in-depth responses to questions 

that the leader wasn’t nearly as well prepared to answer. And they 

got rave reviews from the Board. 

One leader was stuck on the ego floor. The other rode right past it. 

Think about your own leadership: What would your ride be like?

Are You Stuck on the Ego Floor?
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Presenting Situation
The top North American team of a global consumer goods company 

realized that it needed to become better at executing strategy. The 

team had been through our alignment process and was performing at 

a “Stage 3” level, but the regional president who led the team believed 

that the level of collaboration was weak. Understanding the power of 

Emotional Intelligence from his own coaching experience, he believed 

that raising the team’s E.I. Quotient was the best way to accomplish 

this.

Charter 
Create a bridge from Stage 3 to Stage 4 by increasing each player’s 

awareness of what they, as individuals and as a team, needed to do 

to release their potential. Tap into the synergies of the group to make it 

more effective.  

Process 
Conduct an E.I. workshop for the 12-person senior team in order to 

raise its performance and effectiveness:

•  Pre-workshop: For each player, a 360-degree Emotional 

Competency Inventory (ECI) to identify competencies, strengths, and 

development opportunities. Each was scored on 18 competencies, 

in four clusters: self-awareness, self-management, social awareness, 

relationship management. Individual reviews of scores with GDS 

coach.

•  During workshop: In full group, facilitator posted a table listing 

the 18 competencies, then entered each person’s score on each 

one. Team was in Stage 3, so there was already a high level of 

transparency, and players were comfortable revealing themselves 

to one another. 

•  Participants practiced “peer-coach model”: broke into groups of 

three, went three rounds. Each one’s strengths and development 

opportunities were discussed, with one peer coaching and the 

other observing. 

•  Back in full group, peer coaches shared what they heard…. 

strengths and weakness of team as a whole started to become 

clear. 

•  Facilitator handed out a snapshot of team’s E.I.—listing players’ 

scores in all areas. Lowest scores were in three components 

of self-awareness cluster: emotional awareness, accurate self-

assessment, self-confidence. Team discussed correlation between 

individual scores and team scores, knew they had to make a plan 

to address high-need areas.

•  Team translated insights into action. Groups of three again: One 

person asks, “How is my weakness in this area impacting the 

team? What am I going to do differently to increase my E.I. in that 

area so I can help rather than hinder the team?” Second person 

coaches; third observes. Three rounds.

From a Consultant’s Notebook
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Robert Krenza, GDS consultant and expert on Emotional Intelligence, discusses how 
increasing a team’s collective E.I. translates to higher performance. 

From a Consultant’s 
Notebook: 

Robert Krenza



Outcomes 

Team members understood that they had conflicting needs, had to 

increase their self- awareness and empathy with colleagues’ needs. 

Made the commitment to move from a win-lose to a win-win model 

by rebuilding trust and engaging in collaborative conversations. 

Results: increased willingness to compromise or let go of personal 

agenda for greater good.

 Self-awareness brought empathy for others. Members started 

“resonating” with one another emotionally. . . . Shared personal 

concerns, fears became less daunting.

Key Insights 
The more leaders develop and anchor themselves in their emotional 

competencies, the more effective they become. Leaders used 

to be judged on competencies requiring the left, rational brain. 

But competencies needed to manage relationships—developing 

others, inspiring leadership, influencing, managing conflict, getting 

cooperation—don’t come from the rational brain. They depend on 

highly developed E.I. 

Big “aha” for team: controlling and empowering yourself is key 

to developing highly effective relationships with others. . . . Self-

awareness and empathy are two sides of same coin. . . . To inspire 

and motivate you need to get an emotional, not intellectual reaction. 

. . . E.I. increases the limbic, emotional connection between people, 

pulls them to you and your vision. 
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