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Conference Background and Overview
2016 Theme: Rethinking Leadership in Higher Education

 Construct of 
Leadership

 How Envisioned
 How Understood
 How Implemented
 Effects of Leadership

 NewThinking
 New Paradigms
 New Models

 Vision
 Wisdom
 Equitable Practice

 Opportunities for All
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The Problem
The State of Leadership



Leadership is in Crisis!

The construct of leadership remains a 
challenging potential in society and world.

It is the view of many scholars that the 
problems plaguing American society are 

largely problems of leadership. 

Research findings reveal the need for 
much greater focus on innovation in 

leadership development and models at all 
levels of society, but particularly in higher 

education.
(Petrie, 2014).  



What Leadership is Not!

 Leadership is often seen as administrative work. 

 This type of leadership represents largely 
administrative task masters or transactional 
leaders. 

Leadership has nothing to do with 
administrative paperwork and 
procedures. 
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It may be a function of leaders but is not leadership.



What Leadership is Not!
 Not Hierarchical! Not Servant! Not Management! Not Decision 

Making! Not Authority! Not Brute Force! Not Raw Power! Not 
Incentivization!

In American higher education the typical model of 
leadership is the hierarchical model, where authority and 
power are assumed to be proportional to one’s position in 

the administrative pecking order.
(See, Astin, Astin & Associates, 1999)

We suggest that such things are indicators and 
consequences of the failure of leadership.

(See Haslam, Reicher and Platow, 2011).
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The concept of leadership is often misunderstood, misrepresented or seen differently through the lens of individuals. These are all important and they are all implicated in the leadership process. But leadership is not determined by competent management, skilled decision-making, or accepted authority in and of themselves. (Haslam, Reicher and Platow, 2011.The above authors call these the indicators and  consequences of the failure of leadership.



What Leadership is Not!
Other research also discusses how not to lead and provides some of 
the following characteristics typical of some in leadership roles:

Failing to consult; Undermining autonomy; Actions that undermine 
collegiality;

Not respecting existing 
values;

Not promoting the 
interests of those for 
whom the leader is 

responsible;

Being uninvolved in the 
life of the 

department/institution.

(Bryman, 2007)



Leadership: Historical Perspectives

Such historical works such as Plutarch’s Lives, Shakespeare’s King 
Lear, Hemingway’s For Whom the Bell Tolls, Plato’sThe Republic, 

Homer’s Iliad andThe Odyssey, Arthur Miller’s Death of a 
Salesman,  and, Thoreau’sWalden, offers rich perspectives about 

leading.

Problems central to effective  leadership—motivation, 
inspiration, sensitivity and communication-have changed little in 

the past 3,000 years

Leadership is an elusive concept. One researcher after reviewing 
more than 3,000 books on leadership came to the conclusion 

that not much more is known about the subject than in historical 
times.

Clemens and Mayer, 1999.



Leadership: Historical Perspectives

 Experts on the history of leadership 
indicate that “leading is much more than 
formulas and techniques, accounting and 
computers” (Clemens and Mayer, 1999).

Leaders work in a world where 
contradiction is commonplace, where 

today’s right answer is tomorrow’s 
disaster, a world in which hunch, 
intuition, experience, openness to 
untested ideas, and certainly self-
assurance are more important to 
success than mere technical skills.

“The art of leading is the art of being human.”



What is Leadership?
Many Perspectives!



“A social construct which 
derives from observations 
made about specific 
interactions within a 
society; and, is defined 
differently in each social 
circumstance. 

Leadership is thus a 
property of culture and 

reflects the values –
both stated and 

operating – of a specific 
society” 

Leadership has been defined as:

(Astin & Astin, et al, Kellogg Foundation, 2000).
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“So closely identified with other expressions of the human spirit – hope, commitment, energy, and passion– leadership has often escaped precise definition. And yet, we respect its power to transform and are quickly able to sense its absence. We have, in short, come to believe in leadership because of the impact it can have on people and events. And we believe that the capacity to lead is rooted in virtually any individual and in every community.” (p. 5)



What is Leadership?
Many Perspectives!

 World Economic Forum

A leader is focused on serving other people
in a way that other human beings begin to
unfold their true talents and capacities. It is
by one’s way of being as to how the leader
inspires other people to be their best. A
leader becomes such by the beauty of his or
her intention and commitment expressed in
resolved action.

World Economic Forum. (2012). New Models of Leadership. 
(Online: http://reports.weforum.org/global-agenda-council-on-

new-models-of-leadership/#

http://reports.weforum.org/global-agenda-council-on-new-models-of-leadership/


What is Leadership?
Many Perspectives!

 According to psychological scientists:

Leadership is about shaping beliefs, 
desires, and priorities.  It is about 
achieving influence, not securing 

compliance.

Leadership needs to be distinguished 
from such terms as management, 

decision-making and authority.

Haslam, Reicher and Platow, 2011.



What is Leadership?
Many Perspectives!

Leadership is a Relationship!

“Leadership is a relationship between those who aspire to lead and 
those who choose to follow.” Practicing followership requires that 

leaders think through how they will create, develop and grow 
relationships with followers. 

Kouzes, J.  and Posner, B.  (2012). The Leadership Challenge, Jossey-Bass.



What is Leadership?
Many Perspectives!

 According to organizational theorists, a good starting point would be to 
begin with redefining what leadership truly should encompass (Petrie, 2014). 

 Toward this end a new mind set is necessary along with new skills and 
knowledge for a new leadership model of the future. 

From leadership 
as a role. To leadership as a 

process



What is Leadership?
Many Perspectives!

A New Mind Set is Needed!

A Shift in Consciousness and Worldview is Needed!

“It is only an internal worldview shift that can 
enable, or more accurately allow, new external 
possibilities, resources, innovations and pathways 
to become knowable and available to us” (World 
Economic Forum, 2012).

“All the tools in the world will not change 
anything if the mind-set does not allow and 
support change” (McGonagill and Doerffer, 2011).



What is Leadership?
Many Perspectives!

Construct of Leadership should be broadened:

A leader can be anyone who is actively engaged in making a positive 
difference for society and who serves as an effective change agent. In this 

case, every faculty, staff and student in higher education has the potential of 
being a leader.

Center for Creative Leadership, 2016.

We all are born with the possibility of becoming a source of inspiration and 
support for other people, but very few among us have the determination, 
persistence and patience which are needed to tap into our true inner 
resources and unfold our natural capacities. The inner journey of a leader is 
the process through which one discovers not who one is but who one could 
be. (World Economic Forum, 2012).

(Online: http://reports.weforum.org/global-agenda-council-on-new-models-of-leadership/#

The Global Agenda Council on New Models of Leadership, 
would agree:

http://reports.weforum.org/global-agenda-council-on-new-models-of-leadership/


CORE AREAS OF FOCUS
Leadership in Higher Education



Core Areas of Focus

Vision
• Visionary leaders are 

uncommon.
• Futuristic, Innovative, 

Imaginative, Wise.
• Ability for Insight and 

Foresight.
• Highly Sensitive.
• Possess a Sense of Personal 

Destiny.
• Dreamers that work 

toward fulfilling their 
dreams.

Expansion-
Faculty
• Extend leadership to all.
• Empower faculty, staff and 

students.
• Faculty provide leadership 

as teachers, scholars and 
public servants to society.

• Transformational leadership 
is a critical feature of 
transformational teaching.

Expansion-
Student Services
• Encourage leadership 

development among 
student affairs and student 
services personnel.

• Student affairs should be 
involved in holistic 
leadership and 
development of students 
across all developmental 
domains.

• Provide opportunity for 
transformational leadership.



Core Areas of Focus

Expansion-
Students
• Leadership Development.
• Teaching for Responsibility.
• Broadening Sense of Self.
• Teaching Civic 

Responsibility.
• Change Culture of 

Students and Institution.

Expansion-
Campus
Provosts, Divisions, 
Departments:
• Development of Effective 

Leadership Skills and 
Qualities

• Clear Sense of Direction.
• Strategic Vision.
• Treating Academic Faculty 

Fairly and with Integrity.
• Creating Positive-Collegial 

Work Environment.

Expansion-
College Admin
• Clearly Defining the Role 

of Presidents.
• Designing Structures to 

Support Change.
• Higher Education Business 

Model not Sustainable.
• Call for Visionary, 

Inspirational New Leaders, 
Able to Lead Cabinet, 
Trustees and Campus 
Community in New 
Directions.

• CFO role change.
• Shared Governance.



Core Areas of Focus

Inclusion
• Policies and Practices to 

Promote a Civic Culture 
Inclusive of Diversity.

• Creating an Environment of 
Involvement, Respect and 
Connection, Richness of 
Ideas, Backgrounds and 
Perspectives.

• Current practice includes 
differential treatment for 
some minorities, lack of 
participation, bullying, 
psychological domination,  
and micro-aggression.

• Empowerment.

Development
• There are no development 

and training models.
• Leaders need inner 

discovery and journey as 
part of professional 
development—mindfulness 
training.

• Development should be 
horizontal and vertical.

• The what and how of 
development.

• Each person owns 
development.

• Networking is key.

Models
• Building Theoretical 

Frameworks.
• Building Models.
• Developing Simulations.
• Piloting, Testing and 

Assessing Models.
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Future models need to include much greater focus on innovation in leadership development methods. According to research, there are no models available that are sufficient to develop the levels of collective leadership required to meet the needs of an increasingly complex future (Petrie, 2014). Four transitions are outlined for leadership development:  Current FocusFuture FocusThe “What” of LeadershipThe “What” and “How” of Development Horizontal Development  Horizontal and Vertical Development HR & Training Companies Own DevelopmentEach Person Owns Development Leadership Resides in Individual Managers Collective Leadership is Spread Throughout the Network(Petrie, 2014, p. 6)                       �Horizontal development is the development of new skills, abilities, and behaviors.  Vertical development refers to the cognitive developmental stages that people progress through relative to how they make sense of the world, and therefore leadership. Vertical development calls for cognitive absorption and reflection and not just steps of carrying out administrative tasks.Therefore, the leadership challenge includes building new models but also crafting visionary thinking on strategies for development of leaders. According to McGuire and Rhodes (2009), “organizations have grown skilled at developing individual leader competencies, but have mostly ignored   the challenge of transforming their leader’s mind-set from one level to the next. Today’s horizontal development within a mind-set must give way to the vertical development of bigger minds.” (p. 12 as cited in Petrie, 2014).  Thus, a new leadership paradigm is emerging with a shift away from the one-way, hierarchical, organization-centric model toward a two-way, network centric, participatory and collaborative leadership model (see, McGonagill and Doerffer, 2011). Complex environments will reward flexible and responsive, collective leadership. The time is rapidly approaching for organizations to redress the imbalance that has been created from the exclusive focus on the individual leadership model (Malone, as cited in Petrie, 2014). ECCSSA is calling for examples of innovation or innovative thinking toward development of current and future leadership in higher education. 



Core Areas of Focus

Transformations
• New Thinking, Learning and 

Action in Leadership.
• Leaders who are visionary, 

creative and ethically based.
• Leadership that leads to 

sustainable change.
• Leadership that requires a 

new science of mind—a 
new mindset and 
consciousness.

• Mindfulness leadership.

Transformations
• Leadership that represents 

diversity of people and 
ideas.

• Leadership that connects 
to the human spirit, 
understanding the human 
psyche.

• Leadership that represents 
the personal qualities of 
wisdom and maturity.

• Leadership that promotes 
development of human 
potential and not 
destruction.

Transformations
• Objective and 

nonjudgmental leadership.
• Leadership that is non 

punitive and non 
antagonistic.

• Leadership that is not 
political.

• Leadership that empowers 
and develops human 
potential.

• Leadership that provides 
opportunities for growth 
for all, not a select favored 
few.



Critical Questions

 What are the visionary perspectives 
on new models of leadership in the 
21st century?

 What are alternatives to the 
“leader-follower” model that could 
be impactful?

 What are the innovative models 
that are being envisioned, proposed, 
created or implemented?

 How do we prepare current and 
future leaders to be authentic, 
principle-centered, and people 
focused leaders of change?

 How do we develop models that are 
inclusive, diverse and empowering 
to all levels of leadership?

 How do we change traditional 
structures?

 How do we prepare students for 
leadership roles within the college 
environment and beyond?

 What is required and how do we 
shift the foundational focus of 
higher education from a business-
centered model to an education-
centered model?



CHARACTERISTICS OF 
EFFECTIVE LEADERS

Research Findings on…



Characteristics of Effective Leaders

Values, moral principles and an ethical compass. 

Creating a supportive environment where people 
can grow, thrive, and live in peace with one 

another.

Promoting harmony with nature and thereby 
providing sustainability for future generations

Creating communities of reciprocal care and 
shared responsibility where every person 

matters and each person’s welfare and dignity is 
respected and supported.

Astin, A.W. & Astin, H.S. and Associates. (2000). Leadership reconsidered: Engaging higher education in social change. Battle Creek, 
MI: W.H. Kellogg Foundation.



Characteristics of Effective Leaders

Providing direction and creating a 
structure to support the direction.

Fostering a supportive and collaborative 
environment.

Establishing trustworthiness as a leader 
and having personal integrity.

Having credibility to act as a role model. 
Respecting existing culture. Protecting 

staff autonomy.
Creating an environment or context for 

academics and others to fulfill their 
potential and interest in their work.

Fostering a collegial climate of mutual 
supportiveness and the maintenance of 

autonomy

Bryman, A.  (2007). Effective Leadership in Higher Education, School of Management, University of Leicester, p.2.



Characteristics of Effective Leaders

Modeling the Way.

Inspiring a Shared Vision.

Enabling Others to Act.

Encouraging the heart-recognizing 
individual contributions, celebrating 

accomplishments.

Kouzes, J.  and Posner, B.  (2012). The Leadership Challenge, Jossey-Bass.



CURRENT MODELS OF 
LEADERSHIP

Old Paradigms



Current Models of Leadership

The Great Man

The Great 
Dictators

Hierarchical

Power & 
Influence-Based

Authority-Based

Transactional



NEW MODELS OF 
LEADERSHIP

The Search for New Paradigms



Newer Leadership Paradigms

Newer 
Leadership 
Paradigms

Transformational

Servant

ParticipatoryPluralistic

Distributed
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Transformation is an overused term and many misinterpret its meaning.   Often, people confuse transformation with any kind of change, technology breakthrough, innovation, process improvement or transition. However, few changes are truly transformational ( Daszko and Sheinberg, 2005).After reading definition:Transformation begins with the individual and comes from a base of knowledge. As a result, the individual is transformed.  As a result, the individual that is transformed will have a new perspective and meaning to life and will apply its principles to every aspect of life.  It will provide the basis for the person wanting to transform every organization that he or she interfaces with. They will have a basis for their judgment or assessment of every situation they confront.Transformational leadership:“…occurs when one or more persons engage with others in sucha way that leaders and followers raise one another to higherlevels of motivation and morality.” (p.20)(Burns, 1978)Servant Leadership– Call to serve, includes authenticity, humility, facilitating meeting the needs of others, with insight listening skills and more. Also includes fostering problem solving and taking responsibility at all levels. Promote emotional healing in people and the organization; the means are as important as the ends; embrace paradoxes and dilemmas; leave a legacy to society; develop more servant leaders.Participatory leadership models rely on interdependence and collective efforts, necessitate that campus participants feel included in the leadership process and emphasize communication throughout the organization as critical for organizational success.  Participatory models assume a common leadership reality for all individuals within the organization. Participatory leadership requires all individuals to be involved in the leadership process.  This would include faculty, staff and students.Pluralistic leadership incorporates diverse voices that reflect the culturally pluralistic society that we live in.  According to the reach on cultural diversity in organizations, indicates that stifling or not acknoledging difference leads to inefficiency, lack of productivity, reduced quality and the inability to meet organizational goals (Cox, 1993).Participatory leadership requires all individuals  be involved in the leadership process. While hierarchical leadership excludes the understanding of people who do not hold formal leadership positions.Distributed Leadership:  Recognizes the teacher as leader and the administrative roles they undertake, along with the administrator.  Distributive leadership is closely aligned with collegiality and professional autonomy.Distributive leadership focuses on the mechanisms through which diverse individuals contribute to the process of leadership in shaping collective action.  Some use the term “shared leadership.”2 Principles underpinning distributed leadership: leadership is a shared influence process to which several individuals contribure; and leadership arises from the interactions of diverse individuals which together form a group or network to disperse essential expertise.



The Search for New Models of Leadership



The Search for New Models of Leadership



Positive Strategies for Leadership

Practicing the Psychology of Meditation and  
Mindfulness



Positive Strategies for Leadership

The Leader’s Journey-an Inner One
 MIT Professor, Otto Scharmer has spent decades working with leaders 

to support them on their journey. 

 He believes that leaders are required to cross the threshold between 
themselves and the edge of their system, and by doing so to expose 
themselves to situations very different from their normal life. 



Positive Strategies for Leadership: The 
Leader’s Journey

First threshold is an exterior one: going to the edges of one’s own system, 
where the new shows up first. Leaders need to develop practices that 
expose themselves to the edges of their systems (example: stepping into the 
shoes and seeing the system through the eyes of the most disenfranchised 
communities).

The second threshold is an inner one: waking up to the deeper journey they 
are on in their own work and life. Leaders need to ask themselves: Who is 
my Self? What is my Work? The “Who is my Self” question refers to the 
leader’s highest future possibility. The “What is my Work” question refers to 
a deeper sense of purpose and source of energy. All great leadership starts 
with exploring these deeper foundations of one’s Leadership Presence.

Finally, the third threshold is to create and hold a space in which one’s core 
group or organization can go through the same process collectively. As 
leaders and communities of leaders move through this journey they realize 
that they can only discover their true or authentic self, when they immerse 
themselves deeply into the world, and they can only recognize what is truly 
wanting to emerge in the world, when their listening extends to the deeper 
levels of inner knowing.

Scharmer, Otto. 2012. World Economic Forum.



Positive Strategies for Leadership: The Leader’s 
Journey

 The most critical question, according to leading 
researchers is:

How do you manage your own psychology?



Recommendations and Conference 
Lineup

 Overview of Conference Presentations
 Stay for Entire Conference 
 Assessment, Input and Recommendations for New Models of 

Leadership
 Recommendations for Next Conference Theme. 
 Board Positions for Vacant East Coast States. 
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