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Presenter
Presentation Notes
Introductions and an invitation (2-3 minutes)

Thank you for coming today.  I’ll begin by introducing our presentation team.
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Presentation Notes
Introductions and an invitation (2-3 minutes)

Today’s presentation is intended to be conversational  We’ll be flipping between presenters, and likely chiming in with each other, or maybe even disagreeing.  We invite you to share your stories and wonders along the way.




The journey

Presenter
Presentation Notes
Glenn will speak to the big picture:
Journey to understanding what a polytechnic is/should be
Our promise to industry … and our work partnering with industry beyond credit programming
The depth and range of our industry partnerships via industry solutions



1. How can a post-secondary organization 
overcome the challenges of imagining, 
constructing and inhabiting purpose-built 
industry space within an academic 
environment?

Presenter
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Now that we’ve considered the big picture, and have a bit of an understanding of what NAIT’s industry solutions are all about, we’re going to dive into 5 questions.

The first is mine:  How can a post-secondary organization overcome the challenges of imagining, constructing and inhabiting purpose-built industry space within an academic environment?





Imagining

- purpose built for industry
- flexible and evolving
- collaborative
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First, we imagined.

We knew we needed a building that was purpose-built for industry, a space that was fundamentally different from an academic space.

We knew this space needed to be flexible, and able to evolve.

And we knew it needed to be designed in such a way as to encourage collaboration.
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We imagined a place for industry.  
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A place where we could work with industry partners.  
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A place that would elevate industry, where industry partners would feel proud to come and work within.
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We worked with an firm who helped us create a design that would be flexible, and could evolve over time.  Through this process, we recognized we needed two distinct zones within the building.




Presenter
Presentation Notes
One that was for noisy, dusty, heavy industrial scale work …



Presenter
Presentation Notes
And one for quiet, precise and human scale work.

Within these zones, we can reconfigure the spaces as needs evolve.  Walls were designed to be moved and infrastructure like electrical and ventilation were over-built to ensure we could meet as-of-yet unimagined future demands.




Constructing Concurrent engineering

A method of designing and developing products, in which 
the different stages run simultaneously, rather than 
consecutively. It decreases product development time 
and also the time to market, leading to improved 
productivity and reduced costs.

AB
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Once we imagined, we constructed.  

We were under incredibly tight timelines due to the nature of the grant we received from the federal government.  

We had 18 months to get from blueprint to substantial completion.  We did this through hard work and innovation.  

One of the innovations we employed was concurrent engineering.  We recognized we could not build zone A and B consecutively and still meet our deadline.  So we built them simultaneously, then joined them together with an atrium.



Inhabiting
applied research for industry academic scholarship

A collaboration between an industry partner and 
NAIT

May or may not be collaborative

The research questions are led by the industry 
partner

The research questions are led by the academic staff 
member

The research is done by a professional, industry 
researcher who is employed by NAIT, supported by 
grant funding

The research is done by the academic staff member 
as part of their academic role

The intellectual property is owned by the industry 
partner

The intellectual property is owned by the academic 
staff member
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This isn’t a traditional academic building, and the work within it is not traditional academic work.

Luckily, we had been thinking for some time about how best support industry through applied research, and had developed a model for how this could exist alongside the scholarly work of our academic staff members.  

We have 2 distinct models at NAIT.  

The first is applied research for industry.  This work always involves a collaboration between NAIT and an industry partner, where industry brings the questions to the table.  The research is done by a professional industry researcher, who is employed by NAIT.   And the intellectual property is owned by the industry partner.

The second is scholarly activity.  This work does not require an industry partner, and the research questions are those of the academic staff member.  The research is done by the academic staff member, as part of their academic role.  And they own the intellectual property that results.

To date, this model is working very well at NAIT.  That being said, one of the challenges we are facing is how to  build more purposeful bridges between these models, to enable knowledge transfer from industry research to NAIT curricula, shared use of spaces, and opportunities for staff to move between these 2 roles.

Once Sue finishes, she turns things back to Brian




2. How can leaders in large, highly 
structured organizations be supported to 
innovate and imagine new visions and 
approaches to working with industry?
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The need to be ambidextrous (if you want to borrow my slides, I would be happy to share them!)
The work that was done along the way to support and engage folks
The imperative for change leadership





New Visions and Approaches
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“NAIT’s polytechnic mandate insists that we support the innovations that will define Alberta’s future. 
To do this, we are learning to operate as an ambidextrous organization - attending to the present while at the same time building something new for the future.
The Roman god Janus (pictured here) had two sets of eyes—one pair focusing on what lay behind, the other on what lay ahead. 
Organizations that successfully innovate need to do this as well. They, too, must constantly look backward, attending to the products and processes of the past, while also gazing forward, preparing for the innovations that will define the future.
This mental balancing act is certainly challenging as it requires people to explore new opportunities even as they work diligently to exploit existing capabilities
Like a lot of organizations NAIT is comfortable refining our current offerings, but finds it challenging when it comes to pioneering new products and services.”
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Engagement started with Sr. Leadership 
Executive / Associate VPs / Deans / Associate Deans
Creation of:
vision and guiding principles
governance and accountability structure 
why statement

Once we had these in place, engagement with the broader NAIT community began
A number of Town Halls for all NAIT staff 
Regular blog updates by Executive
Various team planning sessions with staff that work in the Industry Solutions areas (~200) 
Individual team meetings to keep staff updated
Industry focus groups
Industry Advisory Group
Board of Directors 
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Governance and Accountability structure 

Appropriate at the time as we were forming the concept and vision of what NAIT felt Industry Solutions should be

All inclusive structure to start but we knew it was version 1.0 and would most likely change





Presenter
Presentation Notes
We created a house diagram to help ourselves understand ourselves.

It’s a busy diagram with loads of information

We needed to ensure we had all the critical pieces and understood how they all fit

It seemed logical to those of us from NAIT who worked directly with industry

We shared the model with industry through Industry focus groups, our Industry Advisory Group including industry representatives on our Board of Directors and asked for feedback…. 

Based on what we heard, we realized that we needed to simplify how we represented our value to industry








technology adoption product innovation business innovation industry-driven 
research
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So, we created 4 new categories which included all of the ideas within the house diagram, but more simply represent what we offer, at the broadest level.  

This was a critical step for the evolution of the concept and model.








VALUE EXCHANGES

Advancement

CONFERENCE
SERVICES

Retail & Ancillary 
Services

INDUSTRY
ENGAGEMENT FOR 

STUDENT LEARNING

NAIT schools

Other Industry Offerings
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“Besides the four broad categories that make up industry solutions, we knew we needed to acknowledge NAIT’s other types of offerings to industry.”
These include:
value exchanges through the department of Advancement - such as sponsorship and promotional opportunities, access to students, and the creation of scholarships and endowments for industry partners.
Offering conference services to industry through Retail and Ancillary Services
Continued engagement of industry by schools, including the creation of the “Associate Dean Industry Engagement” roles.
”At the time, we didn’t yet fully understand how these “other industry offerings” interact with the 4 categories of industry solutions however, we know with certainty they are critical to NAIT’s overall engagement with industry.”
“This uncertainty felt a bit uncomfortable, but we needed to address it part of the process for moving the model forward.”



Our commitment to help our industry partners to be 
among the best in the world and globally competitive 
is what motivates us. We are keenly focused on our 
industry customers, because we know that when 
industry succeeds, so do we all. NAIT’s relevant and 
responsive solutions – and how we work with 
industry –benefits all Albertans through a strong and 
prosperous economy. 
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We created a Why Statement that like the Roman God Janus, continually allows us to look backward, attending to the products and processes of the past, while also gazing forward, preparing for the innovations that will define the future.
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“Change Leadership was and is an important aspect of the process to develop Industry Solutions
Some of the areas impacted by the change to a new model have been in operation for over 40 years while others for less than 5.  
This means culture varies broadly between the units with some resisting the change while others just want to know what the new model is so they can work to establish new culture and are happy to carry on.  
As part of our engagement planning, Sr. Leadership worked directly with next level down leaders early to ensure that they understood the new model.  
We asked them to be champions of the new model even if they were still not quite comfortable with it. As leaders, this was not easy as people were putting themselves “out there” with their staff whom they were continually engaged with.
Sr Leadership understands the importance of moving to a new model and single culture but recognizes that this is a significant challenge and will take time.”
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As leaders we realized that our frame for Industry Solutions would continue to evolve…

…And we recognized that staff would have to understand and be comfortable with this

Sr. Leadership began to address this with staff in regular communications and continue to do so as we move forward




3. What is the role of industry advisors?

Presenter
Presentation Notes
Glenn will speak to (5 – 7 minutes)
The vision for an industry advisory group
The evolution of that group
The value that group brings to the work

Once Glenn finishes he turns things back to Brian





4. When is the right time to contemplate 
entirely new organizational structures 
and approaches to supporting 
innovation?

Presenter
Presentation Notes
The shift from strategy to structure
The role of leaders in this shift





Shifting to A New Organizational Structure
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With elements of our Initial strategy in place
vision and guiding principles
governance and accountability structure 
why statement
Continual engagement with industry and staff 

We tried not to get hung up on ensuring that we had everything 100% figured before we moved to implementation as we knew there would need to be changes and revisions to our strategy and planning.

We felt it’s time to move to a new structure.  
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And while our past ways of doing business helped us meet with some success, we recognized we need to create a new approach.

Our next iteration of operating structure should: 

Move us closer to our target operating model
Focus on core business functions
Capitalize on the skills, strengths and knowledge of current staff in industry solutions areas
Move us closer to a fully integrated, client centric approach - no silos; seamless delivery
Support and sustain a culture that is KIND and CANDID and reflects NAIT’s core values
Be adopted and shared quickly – we recognize there is a sense of urgency
Help to validate our core assumption that NAIT can compete/win with this industry direct approach




VP Academic VP External

sell

deliver

sell

deliver

sell sell

Industry Solutions Management Team

CFO

deliver deliver
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So we moved to what we call our Version 1.0 Operating Structure for Industry Solutions

Our initial model (which is still in place) is decentralized one with sales and delivery maintained within each original unit but with a cross functional management team who are responsible for implementing the vision

The original concept was intended to integrate both sales and delivery through the implementation of:

Customer Relationship Management adoption
A new Business Development role (we called it the Navigator) who’s function is to engage with key industry members at the highest level to understand their broad needs and ensure that Industry Solutions units can provide appropriate services
large group and team based activities to share and strengthen the vision and work towards the enactment of that vision.

And like other elements of our planning we realized that we needed to modify this further to ensure that we can accomplish our goals.



VP External Relations

Industry Solutions Management Team v.2

This side of the house 
is responsible for 

selling (in the most 
inclusive, 

sophisticated sense of 
that word) ALL I/S 

SERVICES to large and 
small clients - as well 
as sales enablement 

and reporting.

Deliver
This side of the house is 
responsible for delivery 

of ALL I/S SERVICES, 
which includes 

understanding and then 
delivering the “content” 

required to serve AB 
industry in applied 
research, training, 

productivity, technology 
adoption, etc.

Sell Deliver
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So here is the frame for our new operating model

We have:
streamlined the reporting structure from a joint led initiative by Executive members to a single point of accountability
Removed the silos that each of the business units were working in previously
Created a simplified structure that has the same 2 core elements (sales and delivery)
Interdependencies between the two units to ensure accountability by all for it’s success

The management team for industry solutions has just begun working with an external agency to support our build out of the new target operating model as well as our new organizational structure. 

Once we have these completed the new operation model will be put in place.



Role of Leadership during Shift
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The role of Leadership during the shift from strategy to structure is challenging but significant.”
Leadership must be adept at: 
Understanding the rational for moving forward without knowing all the answers
Having the ability to ensure that staff are kept informed of the decisions that will impact them
Working collectively to resolve assumptions that people naturally have (both from their staff as well as from other leaders on the same project) 
The ability to rethink elements that were once locked down (decisions made early in the process may have seemed right at the time, but not so much later on)
And lastly, 
Leadership must keep their focus on being innovative and courageous to move a post secondary into a space usually reserved for business.

 



5. Is it possible to create a model that 
both supports individual companies 
and entire industries?

Presenter
Presentation Notes
What is industry collaboration:
It is working together to identify a problem/set of problems across an industry, agree on and build a plan of action, embrace change and the journey, and then compete.
The vision:
Industry Solutions seeks to create various avenues that support industry collaboration in order to improve productivity and competitiveness of businesses and whole industries in Alberta. We do this by partnering with individual companies, industry associations/consortia and government to deliver solutions identified by businesses and industries as being critical for their future. We support their quest to raise the bar.
And it is important to state that it is not us pulling industry, but rather it is industry that is pushing for this change. Through various consultations and work we have done to date with associations across various sectors such as Forestry, Construction and Energy, it is industry that is seeking collaboration – not exclusively with us, but more importantly with each other. Individual companies have recognized that they can achieve only so much on their own. And that by working together any one company and thus the whole industry will improve its productivity and competitiveness. 
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What is industry collaboration:
It is working together to achieve a common goal. What does that mean? It is working together to identify a problem/set of problems across an industry, build and agree on a plan of action, embrace change, … 

Mechanisms of collaboration:
The space that we have imagined and created in the Productivity and Innovation Centre (or PIC) allows for many types of interactions, discussions, solution seeking and celebrations. We have laboratories, learning spaces, meeting spaces, conference rooms, offices, eateries, and a large atrium.
And so mechanisms of collaboration that we have hosted and witnessed in Productivity and Innovation Centre so far include:
Corporate training, meetings and retreats
Applied research solutions
Conferences, conventions and summits
Workshops and seminars
Banquets and award ceremonies
Tradeshows
Examples of success:
ASTech Awards: The Alberta Science and Technology Awards are organized through the ASTech Foundation. The Foundation is a not-for profit organization that was created 30 years ago through an industry initiative. It focuses on identifying and celebrating outstanding achievements in science and technology in Alberta. The event brings together 500 leaders from industry, government, media and educational institutions. The Foundation supports industry innovation and economic diversification through industry showcases that explore sector challenges from multi-stakeholder viewpoints. NAIT hosted last year’s ASTech awards in the newly opened Productivity and Innovation Centre and the picture on the bottom right of my slide is from that event. 
Industry Research Symposium: In recent history it has become tradition for NAIT to organize and host regular Industry Research Symposia. Each Symposium is a two-day event where industry leaders congregate to discuss some of the industry trends and pains and how they are working on those. Topics are addressed through panel discussions, keynote speeches, networking break-out sessions and TED-style talks. It is industry leaders that take the stage in the spirit of collaboration. 
Centre for Grid Innovation: an example of how individual companies (such as ATCO and Siemens Canada) are collaborating on creating an environment where smaller companies can test and validate their technologies in the re-imagining of a grid that serves two-way electron traffic. Government, both provincial and federal, further supports this collaboration through direct funding. And the centre has also partnered with the University of Alberta. So, the knowledge gained in this environment can then be transferred to practitioners via Subject Matter Experts. The photo on the top left of the screen is from the official announcement that the centre received $2M from Western Economic Diversification. Overall the centre has raised more than $8M in cash and in-king contributions because this is an area of great economic importance to Alberta and Canada. It is industry collaboration that started this initiative because they recognize the need to be ahead of the curve in the local and global industry trend of two-way electron traffic.
These have been our experiences in fostering industry collaboration. So my answer to the question: ”Is it possible to create a model that both supports individual companies and entire industries?” is ABSOLUTELY YES.



Putting it all together … 

Presenter
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We’ve shared a great deal with you today.  Lots of concepts and lots of details.  To wrap things up, we thought it might be helpful to share a story with you … it’s not a true story, but it could be.  Like all good stories, it starts with once upon a time … 
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Once upon a time, Dianne attended a NAIT summer camp for kids.  
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Diann grew up and became a star student in our baking program.  
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As it turns out, Dianne knew she wanted to start her own business, so she followed her baking apprenticeship with a bachelor of business administration.
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Then, she started a bakery.
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Dianne met NAIT research chef Maynard Kolskog at an alumni event, and he introduced her to the work he was doing cooking with crickets.  She saw huge potential, and introduced pastries made with cricket flour at her bakery.
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Unfortunately, it was not an immediate success.  Dianne realized she needed to better understand and grow her market, and she knew she needed to innovate her business model to deliver to that market.  
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After Dianne found the help she needed, her bakery became wildly successful and soon she was supplying more local Edmonton restaurants than she could handle.
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With the help of some generous Edmonton investors …
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… Dianne was able to make the leap into food manufacturing, to keep up with demand.
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After a few years in the food business, Dianne realized she needed to adopt new technology to increase the efficiency of her operation.
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And to best implement that technology, her managers needed to enhance their project management skills.
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Dianne also had a great idea that would improve one part of her assembly line
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… and with some help, she built a prototype and incorporated it into her manufacturing process.
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Over time, Dianne realized that new technology didn’t solve everything.  There were still inefficiencies in her process. 

She knew she needed to better understand her workflows to improve her operation.  

Once Dianne found the help she needed, she was able to create more product in less time, and ship it more quickly.  This allowed her to expand to other markets both in Canada and abroad.



Presenter
Presentation Notes
Several years later, Dianne became a member of the Board of the International Association of Culinary Professionals, and suggested they hold their annual conference at NAIT, which they did.  Attendees from around the world came to NAIT for the conference, which was held in the Productivity and Innovation Centre.  
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Where can you find all of this support for business and industry?
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At NAIT.

Thank you for allowing us to share our story with you.  We’re excited about the future of our organization, and about the future of polytechnics across Canada as we work to support business and industry!



Industry Solutions
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ris

http://www.techlifetoday.ca/articles/2018/pictour
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