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ABOUT STONY 
BROOK 
UNIVERSITY
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State University of New York 

Top-Ranked Flagship 

27,000+ Students

71,288 First Year & Transfer Applications 
for 2026 YTD – record breaking, again- 
with more to go!



ABOUT ME
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Admissions Counselor, assistant director

Progression through associate director – large, 
public, flagship institution 

Policy Director – state agency 

Director – large, public flagship institution 

Executive Director – mid-size, public flagship 
institution  
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ORGANIZATION & 
ALIGNMENT
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It’s easy to count people.
It’s hard to measure 
impact. 
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WE’VE ALWAYS DONE IT THAT WAY, BUT… 
WE DON’T HAVE MONEY, TIME, TOOLS
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INVESTMENTS 
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APPRECIATION & 
RECOGNITION
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NEW TEAM MEMBERS 
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Good luck, Dena! 

-Rich



MILESTONES 
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MILESTONES 
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RECOGNITION 
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RECOGNITION 
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APPRECIATION 
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APPRECIATION 
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SOME REDIRECTION
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Team shout outs

Regional team: we can’t just send gift cards, right? 

In country representatives

Recognizing accomplishments as success

Promotions/Re-classifications 

Weekly team meetings initially, new model now 



MONEY TALKS, SO DOES TRANSPARENCY 
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-Negotiated annual merit based on union contract

-Discretionary, new model 

-Equity reviews 



PROFESSIONAL 
DEVELOPMENT 



NOT (JUST) A COMMITTEE, A COMMITMENT 
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On the job

Conferences

Across campus

Conference Learning/Sharing Day 



OFFICE 
COMMITTEES



THREE REQUESTS, TWO(ISH) 
ACCOMPLISHED
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Original Request: 

-Staff Engagement 

-Professional Development 

-Diversity, Equity, and Inclusion 

Define each

Set clear expectations for progress and outcomes 

Chair/Co-Chair model 



STAFF 
ENGAGEMENT
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-Pi Day

-Thanksgiving Potluck

-Holiday Gathering

-May 1 Celebration 

-Service Activities

-Ice Cream Social 

-Step Into the New Year

-Halloween Costume Contest

-Heart Health Month 



PROFESSIONAL 
DEVELOPMENT 
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-Indigenous Exhibit 

-Alumni Author

-Healthy Cooking 

-LGBTQ+ Session 

-Ombudsman Program 

-Wellness in the Workplace

-Sustainability 

-Student Accessibility and Support 
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RETREATS & 
STEP-DOWN 
MEETINGS



COLLABORATION
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Retreat: Annual, fall kick off

-mandatory attendance 

-mandatory engagement 

-no tech

‘Step-Down’ Meetings

-Once a semester

-Follow Up/Review



PROGRESSING IN 
OUR WORK



VALUES AND ALIGNMENT 
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-Led by two staff members from separate teams

-Year long project

-What is important to our office?

-Engaging conversations 

-Unified document 

-Implementation 
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NEGATIVE 
IMPACTS AND 
WHAT'S NEXT



SCALE.
SAVE.
SUCCEED.
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THANK YOU!
mark.cortez@stonybrook.edu
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