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Shelli Warren:

It starts with you realizing that you're no longer being paid to be brilliant alone. You're now being paid to
be brilliant by guiding and nurturing a group of people. So it's that success metric has suddenly changed.
So the first thing you need to do is get really clear on what it is, the people that you're responsible to, what
is it that the organization is looking for them to deliver?

Courtney Bullard:

Welcome to The Law & Education, delivering insight into Title IX compliance and its practical
application. I'm your host, Courtney Bullard, founder and CEO of Institutional Compliance Solutions.
Join me in conversations with campus and school leaders, subject matter experts and colleagues who
navigate the intricate landscape of Title IX and equity and other areas that intersect with this space. These
discussions, rich with insights and expertise, shed light on the legal and practical implications that shape
your career in campus and school communities.

Thank you for joining me for another episode of the podcast. And this episode is a little bit of a departure
from the type of guests that I typically host. Usually they are in the industry or industry adjacent, but
Shelli Warren, who is my guest for today, is a little bit different. She actually serves as my leadership
coach and is working with other leaders on my team and has really leveled up what I'm doing with the
company day-to-day.

So Shelli provides high-touch team and leadership coaching for established small business owners. They
appreciate her support as they build a leadership team so that they can get out of the day-to-day operations
and stay out, which is something I've been working on. So it's super common for her clients to launch a
second business, open additional locations, or introduce new service menus and products because they
have the time and energy to do it finally. She leverages decades of experience leading technical teams to
deliver multimillion dollar projects for billion dollar brands at a Fortune 50 corporation. She's known for
her teaching style and ability to say the right thing in delicate situations. She lives in Canada where she
coaches clients across the globe and enjoys the One Thousand Islands region, her small town Main Street
office, and supporting her life's joy, Danielle, and being Mamie to her granddaughter, Ellie Shae.

As you will hear from our conversation today, Shelli definitely has a way with words, and the reason that
I asked her to be a guest on the podcast is because we are often training Title IX coordinators on the fact
that they are leaders of a Title IX team. So many of the concepts that she brings to the table and has
worked with me on as a leader of ICS are things that you can take away as leaders of Title IX team. But
even beyond that, if you're somebody who's listening to this, you're an assistant principal, a principal, a
president, or a chancellor to university, a dean or department head, there's so many different ways we are
leaders every single day, you're going to take away some nuggets from this conversation as well. So let
me turn it over to my conversation with Shelli.

All right, Shelli, thanks for jumping on with me today. Before the episode and our conversation started, |
do an intro about your impressive background, but wanted to have you on the podcast. This is a little
different than who I have as guests oftentimes because I'm pulling guests that are either in the industry,
Title IX professionals or lawyers, or adjacent to in dealing with areas that often overlap. You are not in
the industry at all, but a huge part of helping me be as strong and a good leader for ICS so that our
business can provide the best possible care and support to the clients and the community partners we
serve.

And I started working with you, I don't know, it's been two years or it's a year and a half ago as a result of
our lawyers for ICS working with you. So people are always like, "Wait, you have lawyers but you're a
lawyer?" Absolutely, we have lawyers and they're fantastic. And Autumn had given me, or I'd seen
somewhere where she posted working with you and so that's why I reached out, and it's been such a great
support system for me.
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So I wanted to have you on because our listeners, some are just my mom and dad and my husband, but we
also have a lot of lawyers, but we also have a lot of Title IX coordinators of course and other university
administrators and school district administrators across the country, who when we train these individuals
in our training as a team, I'm always saying the one thing that we're missing in these trainings is that these
individuals are leaders of a team. Their scope and the breadth of their role is much broader than what they
sometimes realize or what the university or the school district in general realizes. And they're leaders of a
team. So what I mean by that is for our Title IX coordinators, some of them are just them in an office and
some of them are leading a bigger team within their office that's all integrated.

But every university and school district should have a Title IX coordinator and then designated
investigators and decision-makers and appellate decision-makers who serve on what we call at ICS, their
Title IX team, or Betsy sometimes we'll call Team IX because some school districts like that better.
Sometimes all those are outsourced to people like us at ICS, and sometimes they are employees of the
institution or school district. But at the end of the day, the coordinators are leading them, advising them,
ensuring there's continuity. So when we're serving internally, or I'm sorry, when we're serving externally,
my specialists are serving as investigators, we're constantly talking to the Title IX coordinator at the
district or institution about the cases we have or questions we have about their process or what have you.

So I thought it would be really helpful to talk to somebody who's an expert in leadership, which would be
you, and the skillset that can be really helpful in being a strong leader. I've learned so much from you, and
I was talking to you as we were joining to start recording about just honing leadership skills and that it is
a muscle that you have to keep working on and it takes work just like relationships take work, being a
leader takes work. And so just doing the thing, either being somebody who's a lawyer doesn't mean you're
going to be a good leader of lawyers, or being a Title IX professional who now has become a coordinator.
Maybe you're serving as an investigator, doesn't mean you're going to be a good leader. You might do
well at all the things that are required by law as a coordinator, but that doesn't mean you're necessarily
going to be a good leader for your team.

So with that in mind, [ wanted to have this conversation with you to touch on some of the makings of a
good leader, some kind of high level tips for our coordinators out there as they think about this piece of
their very important work. I said I went over your background a little. This is a very long intro to let you
speak, I'm sorry. But I do want to touch on your journey from your perspective to where you are today
and what you're doing, and then talk through some of the traits in your mind of a good leader. So with
that, off you go, Shelli.

Shelli Warren:

Well, I'm happy to be here, Courtney. I'm a big fan of you and the team and the very important work that
you do. And I'm a fan of lawyers in general. I've worked with a lot of lawyers, I've coached them, and I'm
just fascinated with the work that they do because it is totally out of my wheelhouse. But I really am
fascinated with what all of you do. I think it's incredible work that you do, and I love seeing women in
these high-powered legal leadership roles. It just lights me up to see all of you do so well. So I'm thrilled
to be here to be able to help your audience and I think the one thing that people need to remember as they
step into, either they raise their hand saying, "I want to be a leader," or they've been promoted, or they
decide they're going to start their own business and now I have to be a leader.

I think one of the biggest hurdles to get over is that it's really easy to be incredible as an individual
contributor. [ mean, we could all be rock stars when we stay in our lane and we continue to build our own
mastery. The difficulty comes when now you're suddenly tasked and responsible for others. So you went
from an individual contributor to now someone who's being paid to ensure outcomes delivered by a group
of people. And oh my gosh, therein lies the challenges. So if we all went to work every day and did our
own thing and did it really well and got paid really well for it, we could continue to just be dynamic. But
the minute we start putting in different people, different processes, different personalities, suddenly uh-
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oh, that's when people realize, "Dang it, this is not easy. This is really stretching me. I didn't go to school
to learn how to lead people, but suddenly now I'm being paid to do it, so I better learn how to do it."

Courtney Bullard:

Yeah and I will say, when you went through all the ways someone might come into a leadership role, in
this world, we always say a lot of them are voluntold. So they didn't even want to be a Title IX
coordinator. They never went into, they weren't like, "I'm going to be a K-12 administrator and I'm going
to be overseeing investigating allegations of rape." Never in a million years. And at our smaller
institutions, we see that at our larger institutions, we see where people actually want to be a Title IX
coordinator, they apply for it, all that, but by and large, a lot of times they are voluntold and they don't
even fully get it until they come to our training and they're like, "Oh, wait a second. I'm supposed to be
making sure this team is trained and I'm supposed to be making sure everything is running according to
schedule when it comes to deadlines and different timelines that are prescribed by their processes and
procedures."

So you have, again, like you just said, lots of different ways people come into the role, including that
they've done other things well at their school. And so now it's like, "Oh, well then you could be, why
don't you just go be a Title IX coordinator?" Some have been leaders sort of, and then others have not.
And I would agree with you, at least from my evolution, I'm like, oh, just came a point where I was like,
"Wow, [ want to do a really good job at this. I'm responsible for a lot of other people's successes." And
then in our work, the outcomes of the cases we have are pretty big, big stuff. And so how do we best
support everyone on my team? And it isn't easy. So I love how you just phrased that because that's a big
deal.

Shelli Warren:

It isn't easy, and there's also no guarantees. So when we put the wrong person in the right role for all the
right reasons, it works out. There's times where we can put someone in a role, see their potential, get them
aligned to it, pour into them so that they are set up for success. And when those individuals intrinsically
decide, "Yes, I want to be stretched, yes, I want to step into this leadership role, yes, I want to learn this
new skillset," then they have a much higher success rate.

It's when people get promoted, like you said, voluntold, whether they got more money for it or not is a
moot point. It's really more about, "Oh, now I have to do this. Oh, you're telling me in order to stay
gainfully employed, I need to now do all these things." And if that person really doesn't want to be there,
they're not people people, and they'd rather, there's a movement out there now, especially amongst the
younger generation, it's called unbossing, where people want the career, they want the paycheck, they
want the perks, they want all the trappings of success, but they do not want to be responsible for people.
And that's where that term unbossing comes from.

Courtney Bullard:

Well, I'll tell you, that would be my husband. So my husband managed a lot of people back at one point,
they changed crazy. He's like, "I will never." I always hear that from people who've managed a lot of
people, and then they're like, "I don't want to do that anymore. I just want to stay in my lane, show up, go
to work every day." And you need those people on your team. Everyone can't want to be a boss, but then
you got to have still the boss.

Shelli Warren:

Yeah. It really is about having a really great mix of people. It's easy to stay in your lane and not be
responsible for people if you have a highly valued technical skill, that's easier to put forth rationale to just
stay in this lane and not have to be responsible for people. But even those individuals that have these
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highly, really great technical skills, at some point you have to mentor others. You just can't keep all the
goodies. You have to be able to mentor others and help move the business forward within your mastery
area. And that includes learning how to facilitate, learning how to teach, learning how to guide, and
learning how to mentor. So to think that you're going to get away with never having to develop other
people, I think is just foolishness. I think in the world of work, you're always going to be, if you're good
at what you do, you're going to be asked to share that with others.

So that's where the risk is though, because not everyone is a great teacher. There's a lot of brilliant people
out there in the world. I mean brilliant, absolutely brilliant in what they do. They're terrible at teaching
anybody new. They have no patience for it, they get incredibly frustrated with people. They're more like,
they elbow you out, they want to take control of the laptop or take control of the car. They want to take
control of the meeting. They just want to take control because it's too hard for them to just sit there and
give over the responsibility to others.

So the biggest thing about moving into these leadership roles is recognizing that the company needs you,
the business needs you, the organization needs additional leaders, and that's what leaders do. Leaders
build more leaders. So if you've been asked whether you wanted it or not to step into a leadership role, the
best thing that you can do is give it a good go. So instead of initially saying, "I don't want this, I'm going
to be terrible at this," give it a try because you might be surprised that you might not love every aspect of
it, but I'll guarantee you there are moments where it feels so wonderful to help another person out. To see
someone that you've helped guide become really successful, or to nail that meeting, or win that case, or
help that family out. It's very rewarding to watch someone that you poured into be able to stand on their
own.

So learning what it takes to be a good leader. There's curriculum involved. It's just like when you went to
school to become a lawyer. There was curriculum, there was a plan, there was a process. You had to get
qualified. There's regulations, there's certifications, there's all those kinds of things. But in the world of
work, there's definitely some criteria and some skillsets and some experiences that you can step up to and
lean into. And little by little by little through practice, you will get better at leading people.

Courtney Bullard:

And I will say we're fortunate because I'm able to have a resource like you, and I'm able to now allow my
leadership team to start using you and probably others on our team as they identify wanting to hone their
leadership skills. Sometimes our administrators that are in these roles, A, don't even realize they're
supposed to be leading a team, and then once they realize it, they don't have some of those resources
available to them.

But in my mind these days, there's so much out there with podcasts and blog posts and ChatGPT for
crying out loud. There are some simple ways to start, maybe listening to your podcast, for example, where
there's tidbits that might not feel like apples to apples comparisons because corporate world and higher ed
and school, I mean it's all very different, but there's still common threads. And so just tuning in and
finding a podcast or two that are interesting about leadership might always be a good place to start, even
if they can't hire a coach or they're not given, because here's the reality, no one's like, "You're going to be
the timeline coordinator. And then let me give you some resources on leadership." They have a hard time
getting the resources of what's even legally required, which is where we step in and try to get them
trained. But then when you go above and beyond that, they're really not even getting more.

So for me, I've listened to audiobooks or I've gotten books, or I've listened to your podcast or other
podcasts, I make my team crazy sometimes with all my podcast episodes I share with them saying, "Oh, I
think you should listen to this." There are a lot of free resources out there. But [ heard you say when we
talk about some of the top traits, being a good teacher sounds like one, what are some others that you
might highlight?
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Shelli Warren:

Well, it starts with you realizing that you're no longer being paid to be brilliant alone, you're now being
paid to be brilliant by guiding and nurturing a group of people. So it's that success metric has suddenly
changed. So the first thing you need to do is get really clear on what it is the people that you're
responsible to, what is it that the organization is looking for them to deliver? Once you realize, okay,
these are the things that the individuals that I'm responsible to need to be able to deliver on a consistent
basis, and here's the metrics associated with that. Now I need to ask myself, okay, what would look like
help for them to succeed? And then go through your standard skillset with communication. So how do I
learn to talk to these individuals in such a way that builds trust, that creates psychological safety for them
to be able to admit to me, "Oh my gosh, I am just so lost on this. I'm stuck. I haven't even started it. I don't
know what to do. I feel like I'm way in over my head."

You want people that you're responsible to be able to share those things with you because it's that whole
idea. If you don't know where the gaps are, how do you close them? So you want to create a relationship
with these people where it's more of a two-way conversation versus you going in and telling them, right?
We teach people how to succeed in their roles, we don't tell them how to succeed in their roles. Because
the minute you spend way more time telling, eventually people just tune you out. They just tune you out.
They'll sit there and nod their head and everything, and they might even take notes, but you're not earning
any trust with them.

So being a leader comes down to really fine-tuning what these communication skills are, and what goes
along with communication it's really being a good listener and learning how to ask questions like, "How
are you feeling about this? You mentioned that you're overwhelmed. Tell me more about why you're
feeling overwhelmed. What feels really good within your role? Where do you feel like you're just nailing
it? Let's make sure that we get you more of that. Let's make sure that you're continuing to keep those
skills moving forward."

So learning how to talk to people and learning how to listen to people and learning how to build trust with
people are great foundations for you to be able to show up like a leader who's more interested in their
success than you are interested in your own success, because it's just inevitable. When the people that
you're responsible to become winners, guess what? You are a winner too. And everyone can connect the
dots. Everyone can say, "Well, no wonder that group of people are doing so well. Look who their leader
is. Look who's guiding them. Look who's helping them with their direction. Look who's setting their
goals. Look who's checking in with them." So that's really where the success comes for you. So learning
how to communicate with people, how to talk to people, how to listen, how to build trust.

And then the other thing too is the biggest thing that happens you move into a leadership role is now you
have to understand what are we all doing here? Why are we all coming together here? Because I know a
lot of leaders, they really like to stay in their own lane because that's their comfort zone, that's where their
mastery is. But you're more valuable if you can be a leader who is aware of what's happening in the other
business functions around them. You might call them, I like to call them profit centers, you might call
them departments, silos, whatever term works in your culture, but you want to at least be aware, what do
they do over there? What do they get paid to do over there? What are they up against? What are their
challenges? Is there anything I can do to break down some barriers for them? Am I being a bottleneck or
is my team being a bottleneck to them in any way? Oh my gosh, is there anything that we're doing that
they could reapply and save them time? Is there any way I can collaborate with them?

That's how you become an even more valuable leader is that you're not just stuck in one place, that you
are showing your ability to be aware and interested and curious as to what's happening in the other
aspects of the business. It doesn't mean you're going to go get in everybody's shorts over there, but it's
really about showing up in a way that's interested to learn more about what happens over on this side of
the business and how could I be of help or how could we collaborate or what could I do to just make your
life easier?
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Courtney Bullard:

Yeah, I love that. So a couple things. I've written them down, I had to get a piece of paper, that I'm going
to take to translate this in the Title IX world. So showing up. That seems so simple. Betsy and Jared did a
podcast episode together previously where he was a K-12 administrator who was supposed to investigate
matters, but he couldn't even get his Title IX coordinator, couldn't find that person or get that. And it's so
important they're responsive for a lot of reasons because we've got safety concerns and everything else
happening. So even at its most basic level, showing up.

So what we tell our coordinators is you should be having, as you would call them, Shelli, drum beat
meetings as a team. Even if your hair's not on fire, even if there's no open case, are you meeting with your
team regularly? Even if it's just quarterly to just talk about are you familiar with the policies and
procedures? Anybody have any questions? Maybe there's been a change on what timelines are going to be
or whatever. Showing up is critical in this line of work and as a leader. So you said show up as I was
about to interrupt you to say, oh my gosh, showing up. That's what we talk about all the time. It is a
thankless job what these coordinators are doing. The outcomes are never, no one's ever happy. You're
either finding somebody violated a policy or they didn't. It's serious stuff. A lot of emotion tied to it for
the people who are involved and for the folks from the universities or the external folks who are now
doing the work, it's really hard.

And sometimes team members will freeze. So let's say a Title IX investigator will freeze because they've
done all their interviews and now they've got to write a report. That might be, for them, not a very fun
thing. Some on our team love writing reports, some on our team are like, that's where freeze, right? And
so what you said was so good as far as making sure you're listening and figuring out what the barriers are
or where the pain points are for their team members to try to help them through it.

And then lastly, you talked about silos, which is huge. I will say that, so when I started as general counsel
for a state institution, the first thing I did, and I didn't even know this was really a good thing to do, was
just instinctively, is I went to every person on the executive team, so the athletic director, the person over
student... like, the vice chancellor for student services, the provost, just to give some examples for people
out there listening, the... I don't know why I'm blanking out, chief of police, and sat down with them
before there was a crisis so that they could get to know me outside of now we've got this whole situation,
we've got to get legal involved and everyone's stressed out and we've got this thing on the front page of
the news and the sky is falling, which is mostly what I dealt with, or HR, all those departments and kind
of said, "Hey, this is who I am. This is what I do. What are some pain points for you? Where do you see
using the office?"

So I feel like for our coordinators, talking to other offices that they are supposed to be interfacing with
anyways, like HR, building those relationships in advance is a big deal. And we talk about that a lot in our
trainings, just to give some other parallels for our K-12, talking to your students at your safety officers,
your SROs, or for higher ed, talking to law enforcement before you have a matter where now you need to
work together and there's some competing interests there sometimes is a really big deal. And then I think
letting your team also get out there so that they're not just always doing investigations. It's heavy work
and they get burnt out. So can they go and do a training? Can they go meet with an office, another
department on campus or at the district, another person of the district to kind of get a break from that, but
also to get to know each other. Again, before things hit the fan, as they often do, is I think so big, so huge.

Shelli Warren:

Yeah. Those relationships, they need to get built. Not just early on, they need to be built and then
maintained. And I think sometimes too, we forget as leaders, what we're really doing is serving others. So
when you look at a list, you pull together a list. Who are all the people that I serve? Are they internal
customers and clients? Are they external customer and clients? Are they coworkers? Are they people that
I'm responsible to? They're all people that you serve. And so when you're being paid to serve others,

69 - Title IX Coordinators as Leaders - Shelli W... (Completed 02/07/25) Page 6 of 13
Transcript by Rev.com


https://www.rev.com/transcript-editor/shared/iAB61Jz4lHvNzX1HhFxILu0EMV2wXAiGpHq6sj7aVQ6523Ek-91v0fpFxVlu_o39SXG_oGVAW-Q7jQo3Oz8ucY8E0mw?loadFrom=DocumentHeaderDeepLink&ts=0
https://www.rev.com/

This transcript was exported on Feb 07, 2025 - view latest version here.

whether you wanted the job or not, it's really about making sure that you do your best to always knock
their socks off. If there's a way to surprise and delight them, if there's a way to show up as being the
competent person in the room, if there's a way to come in and create calm in a chaotic situation, that's
how you absolutely build a reputation as being incredibly invaluable. And that's really what the
organization is wanting of you.

So the more time that you can set aside to literally make time to learn how to be a leader, the better leader
you're going to be. I think too many people think that it's just going to happen naturally over time, or the
more complex cases I have, the more I'll better understand how to deal with things, or I'm really good at
thinking on my feet, so I'll just learn this stuff as I go along, or I'm just going to wing it as I go along. I
mean, don't get me wrong, I'm a quick start. I mean, you can drop me in any situation and I will stand up.
I'll literally jump to my feet and know what my next move's going to be. But that's not a great way to
move out through the world day in, day out. We need thoughtful planning, we need strategy.

So when you're stepping into that leadership role, or even if you're a long-standing leader who has a
viable reputation as a leader, we never stop wanting to become better leaders. So we need to make time
for it. So whether you're, as you mentioned, making time to listen to podcasts, read books, watch
YouTube channels, or just sit down with yourself and ask yourself, "Hey, I'm getting paid to serve people.
Who are all the people that I serve? If I ask them to rate me, give me a score one to five, am I meeting or
exceeding their expectations? Where do I think they would rate me? Where do I think I'm falling short on
meeting or exceeding the expectations that they might have of me? And do I even know what the
expectations are?" Because if you don't know what you're expected to deliver, how do you really go
above and beyond the call of duty if you don't know what the expectations are?

Courtney Bullard:

Yeah, and | was sitting here listening to you and I'm like, man, this is so valuable for not just
coordinators, as [ mentioned to you, presence of universities or typically faculty members or deans,
usually come from a dean or department head leader and they move their way up, but it's like what real
leadership training are they being given? Our athletic directors, coaches come into universities or K-12
and they're coaching teams. We see a lot of issues arise here because they're just thrown in and said,
"Okay, you're the head men's soccer coach." There's no training on how to be a leader of that group or
how to interface with parents. It's just kind of like, "Here you go." And then you move from that to an
assistant athletic director, now you're an athletic director.

One of the athletic directors I worked with at UTC, he's now athletic director at SMU, but he put a lot of
time and thought into being a leader. He educated himself, he read a lot of books. It was always
something that was big with him. And I'll be honest with you, at the time I was the campus lawyer and I
thought that was like woo-woo stuff. I was kind of like, "Oh my gosh." And I would even tell my
husband, what's this with mission statements? I thought it was all woo-woo, and now I get it, obviously
because running a company and doing things I never thought I'd be doing.

But I think investing in yourself to figure out where your strengths and weaknesses are is huge. It's hard.
It's hard to stretch yourself. It's hard to look yourself in the mirror and say, "You know what? I might not
be the greatest at this thing." I think it's so necessary in any area, if somebody is looking at going out on
their own to do this work like I did, and you might start it like I did, thinking it'll just be me and I'm just
going to be a consultant over here on the side, and then all of a sudden things take off. Whether you are
going into leadership at an institution, whether you're thinking about being an assistant principal or a
principal one day, there's just so much that could be done to work on ourselves as leaders, which is huge.

Not to flip it on its head, because I like to lead with positive and think of positive things, like what are
great things to be a good leader? What are some mistakes you've seen leaders make or what are some
traits where... So we'll train investigators, for example, and we will go to coordinators and say, "This
person should not be an investigator. They have no bedside manner. It's just never going to be a good...
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This is not a good fit." Right? And that's a hard conversation to have, but we've done it many times, like |
would not be putting this person in this role. What are some things that you've seen where maybe were
like, "Okay, red flag, probably not going to be good at being a leader." And that might be a hard question,
I don't know, or maybe it's an easy one.

Shelli Warren:

No, there's a lot of them. I think the biggest one that I always look for is confirmation that this individual
doesn't play well with others or they play well with others whom they select. So those individuals that if
they like you, they're incredibly collaborative and genuine. If they don't like you, they just don't want to
give you the time of day. And if those individuals are responsible for a group of people, man, oh man,
you don't want to be that team member who is not seen nor heard, nor respected, nor included sometimes.
There's a lot of people on teams that over time just become ostracized.

And when the leader is treating the team member like that, if you have a group of individuals that don't
stand on their own conviction, they will fall into that same trap. So it's that whole idea of I look for proof
in terms of how they interact with people. There's a couple things that I always notice as well. [ pay a lot
of attention, and this sounds rather trite, but I pay a lot of attention to how people behave in crowds. So
does this person hold a door open for someone else? Does this person take their cafeteria tray back into
the kitchen where it's supposed to be?

Courtney Bullard:
How do they treat the server at lunch? Oh my gosh, yes.

Shelli Warren:

Yeah, oh my gosh, does this person wipe down the microwave after they use it? Does this person put the
grocery cart back in the corral afterwards? Does this person pick up the piece of paper on the floor in the
hallway or are they walking by and leaving it there? All of those kind of things to me are very loud
indicators that they put others first, that they're not there trying to win the race all the time. They're not
elbowing others out to get to the front of the line or to get what I want, what's my take on this? So that's a
very simple thing.

The other thing I like to watch people in action is in a group setting, in a meeting. I love to see and hear
people who will literally turn to someone else and say, "Stephanie, you're the expert here on this. Why
don't you take this one?" Right? Confident leaders know how to remain confident by shining the light on
others. When you've got someone in a meeting that is monopolizing every conversation to the point, and
I'm sure you've already seen this too, where they actually become loud because they need the focus back
on them. So they'll start shuffling papers around, they'll move their chair in and out, they'll clear their
throat, they'll shut a laptop. They're trying to disrupt the goings-on to pull the attention back to
themselves. So you're looking for people who genuinely know that they're not the smartest person in the
room, that there's other people in the room that have a different set of mastery, and we should be listening
to them. We should be listening to them and learning from them. So that's why they're here.

So those are just two simple things, like watching them in action in a crowd and how they interact with
others in the public, and then watching them in their work teams. Because those are the people that they're
most comfortable with. And then watching them in front of clients and customers. I think we've all seen
people that can really pour it on, get their game face on when they're there in front of people that they've
selected that they like and they want them to be like. So they'll show up as one person, and yet with their
work team, they're a totally different person. So those are some easy red flags to notice.

And then the other thing that continues to blow my mind is how many people get hired and promoted or
voluntold into a role when everyone around them knows that's a poor choice? So what's happening is
they're not checking references. They are not checking references. And I want to encourage all of you as
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listeners here, to build your own network of trusted individuals that... Because you all run in the same,
like you run in the same streets. So you would have a network of people that you could call as an
application comes by your desk, as you're overhearing that someone's the top two candidates for a
particular move in their career, or you're considering moving someone.

You want to be able to have a couple of people, maybe it's three people, it's very reciprocal with each
other, but you can call each other and say, "Hey, here's the deal. I'm thinking about moving this person, or
I'm hearing this person is vying for this role. I got this application from this person. What do you think?
Share some insight with me." And to be able to have that trusted point of view about that person's work
history, how they've seen them in the public within their work team, within clients and customers, on a
plane, on a train, at a party, whatever. You want to be able to hear that person say, "He's really brilliant at
what he does, but man, oh man, he doesn't play well with others."

Courtney Bullard:
Yes.

Shelli Warren:

And that's when you'd say, "Okay, tell me more about that." And that's when the person would say, "He's
just so brilliant at what he does. He has to have the spotlight. He just has to be in the spotlight. And if he's
not in the spotlight, he literally pouts. He will pout. He will get up and leave the room. He'll become
obnoxious. He'll start making noises." Because that kind of insight that you're getting from a trusted peer
within that network that you're building, that saves you so much time, so much energy and so much
money by putting the wrong person-

Courtney Bullard:

I know. You're talking and I'm like, I know you're going to slap my hand when we have another meeting
and I explain to you how we hire, but it is true. And I think our clients run into on this topic now that
people are virtual, the world is vast, and even with the world being vast, they have a hard time hiring Title
IX coordinators. Nobody wants the job. It's hard. Or investigators. And so you start to just, "I'll just take
what I can get a little bit," or getting, we're always so focused on the skill, the investigative skill, their
writing skill, have they been trained? What kind of training have they had? But really thinking more
broadly. And it's like how do they talk to people? How do they come across? Are they warm, are they
standoffish? Those kinds of things. I mean, they end up coming out in our interviews, but I think that's
such a good point.

And what you were saying earlier, we train on bias all the time. Bias and conflict of interest. You can't
have it as an investigator, or everyone has biases, but you need to know what they are, check them, not be
involved in certain cases maybe if that's going to be an issue. But I think as leaders, it's easy to have
biases, especially we have a lot of people who inherit teams then get to hire one or two people. So the
people they inherited, they may treat a little differently than the people that they hired. I mean, you see it
in the big scale where people just get rid of everyone and rebuild a team.

And I think that even for myself, I just have to kind of check myself. And as you were talking, we got to
make sure that everyone's getting what they need from us as leaders and there's not a, "Well, I'm more
comfortable with this person. This person doesn't really ever push back. And so that's easy." And this
person might kind of challenge sometimes, but they have a right to challenge, and kind of making sure
we're finding that balance. I think it's a really good point.

Shelli Warren:

Yeah. I know back in corporate, I often was asked, or strings were pulled where a very underperforming
person would suddenly be structured to be on my team because I had a reputation of being able to turn
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people around. But it got to a point where it was just like, I felt like I was standing up saying, "Ring out
your dead." Like, "I'll take your dead." And I became so frustrating. So then I put an end to that. But |
think sometimes that can happen out there amongst many organizations where if you don't have someone
to talk to about, "Hey, tell me what you know, tell me what you feel about this individual," years and
years can go by where individuals that are, what we would say are mediocre performers, who by the way,
mediocre performers, the reason why they're mediocre is because they're really unhappy at work. They
really don't like what they're doing, and yet they feel like they're lying in a velvet coffin and there's just no
way for them to get comfortable, to get out.

But we really want to make sure that you're looking for evidence that when you're moving someone into a
leadership role that they have the whole package. So yeah, it's having the skillset and the experience. If
you're looking at a pie chart, they would have a significant portion of the pie chart. But other aspects of
the pie chart are things like, can they be a great extension of the brand? Because we know a lot of people
that have a tendency to really bash the organization, bash the legal industry, bash that principal, bash that
school, bash that city. So in that sense, they don't have the whole package. That's actually a liability when
you-

Courtney Bullard:

And some might be listening and saying, "Well, we don't have a brand," but we tell people all the time
they do. Their office has-

Shelli Warren:
Oh gosh, we do have a brand.

Courtney Bullard:

... has a brand because if their office is not looked at in a good light, then nobody reports. And if nobody
reports, serious things aren't addressed and it's a barrier to reporting, which is a big deal and something
we talk about a lot. So everybody has a brand, even if they're at an institution and an office of one, the
reputation of that office is critical to getting reports and to getting the work done. So just wanted to
interject there that we talk about this a lot too. Everyone has a brand.

Shelli Warren:
Yeabh, I think back in the day we thought of brands as Tide.

Courtney Bullard:
Right, Coca-Cola.

Shelli Warren:

Coca-Cola, Kellogg's, that kind of thing. But in this day and age, brands are very much people and you
don't have to own the business or the company to have a brand. Everyone has an individual brand. So
that's what you're looking for. When you're looking to stack a team of strong leaders, you're looking for
the whole package, or as close as possible as you can get to the package. And a lot of that comes from
their ability to go beyond their core skills and their core master areas. Are they bringing the
communication skills? Are they professional? Do they have a level of integrity? Do people trust with
them? Do people actually want to work alongside them or do they run the other way? Do you look at a
meeting invite and skim the list of people that are going to be there, see this person's there and like, "Oh
my gosh, I need to find a way to get out of this."
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That's the kind of people that you don't want on your team. You want people to skim the invitation list
and think to themselves, "That's the room I want to be in. Those are the conversations that I want to be a
part of." Because that's going to end up helping you build your individual brands and your company
brands as well. So leadership is not just about how much you know, it's about what do you do with what
you know, because we don't get paid for what we know. We get paid for what we do with what we know.
And in this day and age, it's not about who knows you, it's about who's really knowing me for what I do
and where I can add value. And that's what you need to get visible, but in all the right ways.

Courtney Bullard:

Yes. You always have so many good truth bombs and ways of putting things, and I could see where
people might be listening and thinking, "I'm super overwhelmed already with the fact that I have to be a
Title IX coordinator and all these regulations I have to comply with, and now you're telling me I need to
be a really good leader." So I hope people are listening and there's just a nugget or two that's like, "Okay,
I'm going to try this or I'm going to consider that." A little bit of self-reflection maybe on, we do it in our
trainings, where's their strength and where's their weaknesses and we all have them. And getting people
on your team to complement that and counteract that, I think is important, and that's what ['ve tried to do
with my folks. We're not perfect.

Shelli Warren:

And making time to learn how to lead. So even with your team, regardless of how big your team is, we all
have team meetings on our calendar, we all have other meetings on our calendar. I want to encourage all
of you for 2025, set yourself a drum beat that says the third team meeting of the month, if you're meeting
in a weekly team meeting, you can say the third team meeting of the month, the first 15 minutes, we're
going to have a leadership discussion. And then you can share that schedule out. You take January, you
take February, and what are we doing in that 50 minutes? The world's your oyster. You can come in, you
can share scenarios, we can watch a YouTube video together, let's do a podcast together. We can go
through some recent upsets that we've gone through and talk about how horrible that was and how happy
we were that we came out on the other side of it. What did we learn along the way?

But it's scheduling in on a drum beat that everyone is holding hands and saying, "Yeah, we're going to do
that." Where you're showing up as that leader that's not just saying, "I'm here to help you be a better
leader." We're actually going to do something about it. We're not just going to say that we're going to
become better leaders. We're going to do something about it. And it can start as simple as 50 minutes
during a already scheduled team meeting, whether you're virtual or in person, and share the lifting on that.
It doesn't have to be you. Actually, people like to learn from other people. It helps them have a broader
leadership style if they're learning from various leaders versus just one leader. And then go after it and
decide, "Hey, this is going to be a minor goal that's going to have some major impact on our team."

Courtney Bullard:

I love that. We're all about drilling stuff down to its simplest. What our folks have to do is just, it's so
much and it feels overwhelming. And one of the core missions of the work was not to be lawyers, but
actually to be practical in the way that we deliver information and give everybody bite-sized things that
they can go and do now. So that suggestion is fantastic and doesn't feel like I got to go read 50 books,
listen to 10 podcasts, go to 6 seminars, I got to do this whole workbook. It's just start with something
small that everyone can bring to the table, but it's dedicated time. And I think that's something I've tried to
do with our team is like, okay, we need dedicated time for professional development, dedicated time
where we say we're going to do these things because in a world where we are multitasking all the time
when we probably shouldn't be. I think that's one takeaway I've had that I'm trying to work on for 2025
for our team is having that designated time. So 15 minutes.

69 - Title IX Coordinators as Leaders - Shelli W... (Completed 02/07/25) Page 11 of 13
Transcript by Rev.com


https://www.rev.com/transcript-editor/shared/iAB61Jz4lHvNzX1HhFxILu0EMV2wXAiGpHq6sj7aVQ6523Ek-91v0fpFxVlu_o39SXG_oGVAW-Q7jQo3Oz8ucY8E0mw?loadFrom=DocumentHeaderDeepLink&ts=0
https://www.rev.com/

This transcript was exported on Feb 07, 2025 - view latest version here.

Shelli Warren:

It's just 15 minutes, 12 times.

Courtney Bullard:

It's just 15 minutes of like, "Hey guys, what have you learned? What have you learned?"

Shelli Warren:

Yeah, 12 times a year. And you know that each time you do gather together to have this leadership
discussion, it's going to spark other ideas, other interests, and people will decide, "Hey, I really enjoyed
that. I'm actually going to carve out 15 minutes a couple of times a month to go do some self-learning or
some self self-reflection." So we want to just spark the idea that leadership can be learned and developed.
And if you are in a leadership role, and I don't care what the title of the role is, whether it says leader,
manager, supervisor, coordinator, I don't care about the title. It's more about what are you getting paid to
do? And if you're getting paid to ensure the outcomes of a group of people, you're now a leader.

Courtney Bullard:

Let's tweet that. There's our tweetable right there. It's going to go at the top of our podcast. I don't know,
there's so many good ones. We'll see which one they choose. But I love that. I love that, I love that. |
could talk to you for hours and I talk to you all the time. Luckily, I'm fortunate for that. This was
excellent, and I think if there's listeners out there, I would venture to guess there's not many out there that
aren't leaders in some way, shape or form that are listening in on this podcast, whether they're doing the
coordinator role or whether they're thinking about going out on their own.

I want to do something on that as well because I tell people all the time, and I've said it on LinkedIn,
people can call me even if they're going to go start a business that's similar and does similar work to what
we do, great. We need more good people doing the work and I'm always happy to talk about my
successes, failures, struggles, triumphs. And one thing that's been really helpful to me as we develop as a
company is you. So very grateful for you. Very grateful for your leadership. All the resources you put out
there, we'll have everything. So if people ever wanted to get in touch with you in my show notes with
your podcast and The Leadership Lab and all the great things you're doing, but I just appreciate you so
much.

Shelli Warren:

I appreciate you. I'm happy to connect with anyone within the Courtney circle. Absolutely.

Courtney Bullard:
Thanks, Shelli.

Shelli Warren:
Thank you.

Courtney Bullard:

So many nuggets and pieces of wisdom to glean from this conversation. As I said at the beginning,
whether you are a Title [X coordinator and leading a Title IX team, which we talk about so much, or
perhaps you're listening to this and you own your own business or you're considering going out into the
world and starting your own business, or you're in a leadership role at your organization, institution, or
school, I am certain that she said something today that you can take away right now to help you in that
work.
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If you want to find Shelli, she is on all the platforms, we'll make sure to link all that in your show notes. If
you want to work with her, all that contact information will be there as well. Thanks for listening as
always, and I'll see you in the next episode.

Thank you for joining today's episode of The Law & Education. Be sure to subscribe to the podcast so
you're the first to know about any new episodes released. Our library of podcast episodes is always
available online for easy reference and to share with colleagues. We would appreciate your feedback and
enjoy having you join the conversation online with our ICS community partners. Visit icslawyer.com for
further information. Stay tuned and join me, Courtney Bullard, as we continue to shed light on the legal
and practical implications you need to stay ahead.

This podcast does not establish an attorney-client relationship, which is only formed when you have
signed an engagement agreement with ICS. It is also not intended to replace any legal advice provided by
your legal counsel. It is for informational purposes only.
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