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We would like to take a minute to introduce ourselves…




Outline: 
 

• Once Upon A Time – Where We Started 
• Solving the Problem - Where We Ended Up 
• Unravelling the Process – Checklist 
• Top 5 Lessons Learned 
• Our International @ Home Disruption 
 
 

Presenter
Presentation Notes
We would like to begin by thanking you for attending this session

We are excited to share with you our experience.  I will talk about the development of our new international plan for Queen’s, where we started and where we ended up, I will share with you a checklist to help you in your own planning whether its developing a new international plan for your institution or it’s a chance for you to develop some new International @ Home ideas, I will tell you some of the lessons I learned along the way.  Csilla will describe to you a specific International @ Home initiative we developed to create excitement and student engagement on our campus. And hopefully we could use this forum to share ideas and hear from you about how to expand on this aspect of internationalization.


Our hope:

We can provide you with some tools, ideas, and inspiration so that no matter what level of decision-making or influence you have, you can come away from this session with some ideas and think about how to develop your own plans and strategies.
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How many people in the room are familiar with this group up on the screen?  Sesame Street is an American children’s program that celebrated its 47th anniversary last week.  To me, this group of puppets and people brilliantly represent a community that works together towards common goals but also represents a diversity of cultures, characteristics and opinions. 

Just take a look at this motley group of characters! - it reminds me of what it was like, at Queen’s, to take a concept of creating an international plan and develop it into an actual strategy that is now being used throughout our university.  Sesame Street is a great representation of Internationalization @ Home and let me tell you why!

 We have to work as a community to get our work done but there are many different characters with a multitude of opinions and feelings about the matter.  We all work together but we all have different talents, agendas and cultural backgrounds.  There are cheerleaders in the group (like Grover – the blue muppet) who are enthusiastic about progress, likes change, and can’t wait to see the outcomes of a new international plan, and there are the critics in the group (like Oscar the Grouch who makes his home in a garbage can) who will never be happy and doesn’t know why we would ever need to work together on anything.  All in all, it takes a community to create a good plan and it takes both the organizers and planners and the disruptive creators to feed into the development.

The university is a creative place but this creativity needs to be channeled.  Our new comprehensive international plan is a blueprint to help Queen’s make progress on some international metrics that we have identified as important, but at the same time, we need to leave room for the art as well as the science. 





Disrupt the Familiar 
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One of my favorite quotes is:   “Disrupt the Familiar”.  

In essence, when we create opportunities for our students to gain an international experience – either on campus or abroad -  we are asking them to disrupt their familiar.  Taking them out of their comfort zone;

This new international plan, in a way, has disrupted Queen’s familiar… we have changed the way we approach international and it has caused creativity, uncomfortable moments, debate, discussion and celebration.  Our cross-cultural event @ home – the Global Salon series that Csilla will talk about - is a great example of something to be celebrated!

So let us give you a brief introduction to Queen’s…



The Perfect Storm 

Where did we come from? 
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Let me explain:

For the University, it was a time when:�we had no institutional international directives but many units on campus were doing their own thing
our Vice-Provost International had left the institution
We had a newly developed Strategic Framework that clearly highlighted that INTERNATIONAL would be one of the four key strategic drivers for the university

So two years later, it has turned out that Queen’s now has its first international plan, our Queen’s community has really rallied around the direction it has set out, and it has been one of the most satisfying accomplishments of my career.  The Familiar was Dirsupted for Queen’s, and for me personally, and the results have really had an impact.



The Situation 
• Set some guiding principles 
• We had to rearrange the way we thought about international 
• Respect the process 
• Develop some measures for success 
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How We Started

The nature of a large institution means many people are doing their own thing and you don’t even know all of what people are doing.  This was the case with international at Queen’s  There was a lot of great work happening but until I started to talk to people, I realized that a lot of the international efforts were going unrecognized.  It became about coordination and communication.

I had a trusted group of decision-makers who met ever month to help make decision and inform the direction of the plan.  They are called the International Strategy Group and they are comprised of VPs and Deans.

We started with identifying some common principles:
We wanted to build on our existing strengths and we would not compromise on the quality of the students we accept and the quality of the experience they would have,
We wanted the plan to be sustainable
We wanted the plan to be flexible to recognize the diversity of ideas and not squash creativity
We wanted out model to be simple and relatable.


I started to have conversations with people about the way in which Queen’s thought about international.

Respect the Process:
The process is almost as important as the result, especially at a university and a college; you cannot afford to leave people out of the discussion;  there is a famous quote “culture eats strategy for breakfast”.  It is so important to respect the culture and respect the process.
At Queen’s this meant that I chose to use the existing bodies within the university to build the message – I spoke to a multitude of groups on campus from the student government, to Senate subcommittees, to special interest groups.  My message was clear:  we are creating a new international plan, we want you to be part of its development, we want to know what you think our strengths and weaknesses are
I built trust – by having conversation,  by listening, by repeating what I heard, and asking why
I built a SWOT analysis to guide the conversations initially
Built momentum, excitement, had people start to be part of the solution

Developed some measures for success:
Where were our areas of strength and where were the areas where we really felt we needed to improve
What areas could we measure so that we could benchmark and then move the dial.




SWOT Analysis – Queen’s International 

STRENGTHS 
• Institutional priority/Strategic Framework 
• Strong national reputation for transformative student learning experience 
• Research intensive 
• Canada’s brand of safety and multiculturalism 
• Queen’s-China Liaision Office 
• BISC 
• International undergraduate recruitment plan 
• Strong exchange program 
• Dedicated international student support and programming 
 

OPPORTUNITIES 
• International  plan aligned to institutional strategy  to drive activity 
• Discussions about student support requirements 
• Recruitment agent 
• Strategic alliances, partnerships 
• New program development (2+2, 3+1) 
• Deepen research partnerships 
• Partnerships with CALDO, Matariki, Russell Group 
• Alumni network, community engagement 
• Increased Canadian government interest 
• International awards and recognition 
•Leverage strong domestic brand 
•Leverage strength of decentralized environment  
 

THREATS 
• Strong competition 
• Global rankings 
• Maintaining our strong reputation for high retention 

and completion  
• Lack of government support 
• Changing global context 
• Visa and immigration process 

WEAKNESSES 
• International reputation 
• Financial resource availability at Queen’s 
• Decentralized environment 
• Limited centralized collection of information on 

international activities 
• Recognition, incentives and time for faculty to engage 

internationally at home and abroad 
• Internal communication channels 
 

S 

O 

W 

T 
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I identified key stakeholders at the university and faculty experts with proven international experience and I started to set up meetings – I used the SWOT analysis as a framework for the conversation.  These conversations would then lead me to other people and I was able to expand my network.

As hard as it sometimes was, I Identified some of the critics and asked them for their time.  For example, the most difficult area to define was Internationalization @ Home.

Remember:  A criticism is a gift – if we want to include internationalization @ Home we need to be specific about our definition and what it will mean for Queen’s because for many it was an unclear buzz word that people didn’t understand.





What did we do differently? 
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Once we set and agreed on the fundamental parameters, we started to focus in on the details:
I identified the key stakeholders and collected the data
I started to identify patterns and themes in the information that eventually helped define our four key pillars and our key performance metrics
As information was collected, I used key groups to provide assessment of the information to constantly refine the plan.

Every step resulted in more focus and definition to the plan.  It constantly evolved through the conversations I had every day.  This plan was built on conversations and consultation. I talked to anyone who was willing to provide me with their viewpoints on international – both internally and externally. I did not create this plan on my own.






Formalize A Plan 
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We formalized the plan by putting it into words and pictures:

Used the resources already available:
American Council on Education – great international framework
CBIE – excellent work on equity considerations
Student Government perspectives were important
Our alumni had a unique experience
I spoke to Diplomats, trade commissioners, industry experts,- anyone who would listen – I would tell them I was creating a plan and then listen to what they had to say.


Determined key themes based on our strengths and areas where we wanted to improve, this research was done over an 8 month period
Collected qualitative and quantitative data to inform our direction - 
Key themes started to emerge – research, mobility, enrolment and internationalization @ home
We developed the key performance indicators – what could we benchmark and measures
What were the student supports necessary to support the metrics – what did we have in place, where could we enhance our efforts (student advisors, health counsellors, our International Centre services)




Queen’s University Comprehensive International Plan (QUCIP) 2015-2019 
International Research 

Engagement  
International Mobility  International Enrolment 

Management  International at Home  

Queen’s will achieve research pre-
eminence through international 
scholarship, contributing to the 

cultural and economic growth of 
Canada, and addressing many of 
the world’s greatest challenges. 

• Increase international co-
publication collaboration at the 
rate it has been increasing, with 
Queen’s approaching the U15 
group of research-intensive 
universities average by 2019. 

• Increase research funding from 
external international sources to 
40% of total research funding to 
support global research.  

• Increase by 25% the number of 
international awards received by 
faculty members. 

Queen’s will enhance  
cross-cultural learning  
through the promotion  

of a robust program  
of student mobility.  

Queen’s will cultivate an inclusive, 
culturally diverse student body 

through a multi-faceted 
 domestic and international 

recruitment strategy. 

Queen’s will provide  
the opportunity for a meaningful  

international  
educational experience 

 to all students.  

• Increase the number of 
undergraduate students 
participating in international 
exchange by 25%.  

• Increase number of incoming study-
abroad students to balance with the 
number of outgoing study-abroad 
students.  

• Develop 10 new international 
collaborative graduate and 
undergraduate academic programs.  

• Increase proportion of incoming 
international fee-paying 
undergraduate students to 10% of 
total incoming undergraduate 
population 

• Increase proportion of 
international sponsored graduate 
students to 10% of total incoming 
graduate enrolment 

• Maintain full enrolment at 175 
students at the Bader 
International Study Centre (BISC) 
for all three semesters. 

• Ensure a three-year pilot project to 
track international learning 
outcomes through the Queen’s 
University Quality Assurance Process 
cyclical review process. 

• Increase number of students 
participating in intercultural training 
by 15%, and increase number of 
faculty and staff trained by 60%.  

• Identify one institutional cross-
cultural event each year that will 
engage the Queen’s community in 
celebrating international at home.   
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Here is the result…

This is the final version of our plan:

It is broken down into four key themes.  Each theme has a short paragraph about why its important and then articulates three performance measures.
Notice the main page is one visual captured in one spot.  There is more to this document but this is the core.  Easy to see the whole plan captured on one page.


Let me talk about Patterns
Themes, goals, metrics started to appear as the quantitative and qualitative data started to shape where we were going 
We continued to ask:  what are our strengths so we can build on them and what can we benchmark because we can measure it?
The most difficult pillar to break down was International @ Home – what did it actually mean and what could we measure?

Now that we are in implementation, we can recognize that there is room for both the quantitative and qualitative - Narrative helps to inform the measures and fill out the journey.  The stories of people and their experiences help to inform the progress and keep the plan relatable.


Let me talk about Assessment
At each step of the draft, the International Strategy Group met monthly to discuss progress, provide input and challenge assumptions.  This group would hold me accountable for the process and timelines. 
The draft went through many reiterations as I vetted it with other groups across campus – Senate, University Council, sub-committees of Senate, research committees, alumni groups, and each time I would then modify and refine the plan. Remember, the process is important.  Use your existing structures, get buy in and listen to what people have to say.

Whenever I presented this draft plan, I would Ask the question “Do you see yourself in this plan?”  This question was meant to garner support at every step of the way.  It was an opportunity for people to flag when something was amiss.
People were engaged!



 
Lesson # 1 
 
Document Your 
Steps in Planning 
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I will share with you 5 Lessons Learned along the way.  There are many more lessons but in the interest of time, here’s the top 5

Document your Planning
	As I started this work, I could not find a blueprint to guide me through this planning so I had to make it up as I went along
This conference is all about sharing - document your planning (big or small),it will help with your assessment of success later, it will help you to share your experience with others
Good to have a blueprint because you could get pulled in multiple directions and a checklist keeps your on track – keeps your focused
There’s an art to this as well as a science and you want to give balance to both




Lesson Learned #2 
• Leap and the net will 

appear 

Julia Cameron, Artist's Way 13 
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One of my favorite quotes is from a book called The Artist’s Way by Julia Cameron

Leap and the net will appear

Disrupt your familiar!

Sometimes when things seems impossible, just jump in and start the conversation… you will be amazed at where it leads you.  Our Global Salon series, which Csilla will describe, is a prime example of this!




Lessons Learned #3 

•Build on Strengths 
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Stick to your strengths; it doesn’t make any sense to go off in other directions.  You need to keep it simple.  In our academic environment, we want to overcomplicate things.




Lesson #4 
• Intercultural is everywhere 
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I want to make mention of intercultural communication.  Its so important and woven into all aspects of international planning.

We have experts on campus who train in this area but, at Queen’s, when we looked at the data, it was evident that most people were not engaging in the opportunity to learn more about intercultural communication. It is one of the key performance indicators in our international @Home pillar.  If I had my way it would be mandatory training for all faculty, staff and students.

With an increase in internationalization at home and abroad, It is a responsibility at all levels to educate ourselves and gain self-awareness.

My point is: intercultural communication is a constant education for those of us working in the field and the people we have representing our institution.  Take this responsibility seriously.  There are many great resources to help you and that you can provide to your staff.  Lead by example.




Lesson #5 
•Respect the Art as much as the Science! 
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Finally, my last lesson….

Quantitative data measure our progress and I have just completed our first annual report to our Board of Trustees where we used our quantitative data to measure our first year of progress.  The results are exciting!

But I like to remind everyone that the stories help provide the human side and give meaning to what we do.
Its good to see the measures advance, from a management perspective, but its when you hear the actual stories that impact people’s lives – the dancing in the aisles with your professor - that’s when you feel good about your work.


Before I pass this presentation on to Csilla…If I leave you with one thing, I want it to be:  Remember to “Disrupt the Familiar” – there’s a real creativity to what we do in our work – bring your creativity to the process of planning, listen for creative ideas from others in the conversations that you have, and most importantly really take in the stories – your own stories and the stories that you are privileged to be told.  You will be amazed at where those shared experiences might lead you.
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Transition slide






International at Home 

Queen’s University Comprehensive International 
Plan (QUCIP) 2015-2019 

• Queen’s will provide the 
opportunity for a meaningful 
international educational 
experience to all students. 
• Identity one institutional 

cross-cultural event each 
year that will engage the 
Queen’s community in 
celebrating international 
at home.  

 

Queen’s will provide  
the opportunity for a meaningful  

international  
educational experience 

 to all students.  
• Ensure a three-year pilot project to 

track international learning 
outcomes through the Queen’s 
University Quality Assurance Process 
cyclical review process. 

• Increase number of students 
participating in intercultural training 
by 15%, and increase number of 
faculty and staff trained by 60%.  

• Identify one institutional cross-
cultural event each year that will 
engage the Queen’s community in 
celebrating international at home.   
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Transition from Kathy to Csilla 






Planting the seed 
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Disrupt the familiar:

“Making the familiar strange helps the strange become familiar”




From theory to practice 

“Promote the interests of international 
students in the institutional community, 
and provide meaningful opportunities 
for interaction that promotes 
intercultural and mutual understanding 
between international students and 
other members of the institutional 
community, and to the extent possible, 
the surrounding community” 
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CBIE’s 2013 Code of Ethical Practice indicates the importance of ….



Cross-Cultural Event at Queen’s 
• Event 

 
 

Round One: 
Creating 
Opportunity 



Isabel Bader Centre for the Performing Arts
   





Network 



Engagement 



Round Two:  
New Ideas and Challenges 



It’s an art as much as a science.  



Questions? Your feedback is 
important to us! 

Please take a 
moment to 
submit the 
evaluation for 
this session. 
Evaluations are 
found on CBIE’s 
Conference app. 
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Thank you for your attention.
Your feedback is important to us!
Please take a moment to submit the evaluation for this session.
Evaluations are found on CBIE’s Conference app.
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