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ABSTRACT
INFORMAL FACULTY LEADERSHIP IN THE COMMUNITY COLLEGE:
CHARACTERISTICS AND BEHAVIORS, AREAS OF INFLUENCE, AND
CONTRIBUTING CIRCUMSTANCES
By
Kathleen Eaton Guy
Leadership is a central theme, playing a pivotal role in theories of ongoing and
productive institutional transformation within higher education. The notion of leadership
and its role in organizational development is evolving, becoming richer and more
inclusive and focusing attention on more than the role of a single hero as ultimate
visionary leader. While executive leadership is important, a model that excludes
consideration of the broad sweep of leadership roles is a model that is out of step with the
21* Century community college. Issues of shared governance, multiple missions,
institutional maturity and organizational complexity mitigate against single source
leadership. Leadership is distributed in many forms throughout the organization, which
suggests that leaders emerge in response to issues and challenges and that leadership is
potentially the role of everyone in the organization rather than a virtue vested in one
person or a small number of individuals.
Of special interest to this research study were informal community college faculty

leaders who, without formal designation, exercise influence and attract followers.
The purpose of this research study was to develop an understanding of informal faculty
leadership in the community college from the perspective of informal faculty leaders

themselves. The research sought to answer these questions:

1. What characteristics and behaviors exemplify effective informal faculty leaders?



2. What factors contribute to the emergence of informal faculty leaders?

3. What issues tend to be influenced by informal faculty leaders, and do their peers

perceive this influence as positive or negative?

4. What circumstances tend to draw out or be associated with informal faculty

leaders in the exercise of informal leadership?

The population for this research study was informal faculty leaders from Michigan
community colleges. Six Michigan community colleges were selected and a purposive
sample was drawn through nominations of informal faculty leaders by department chairs
at each of the colleges. Informal faculty leaders were defined as faculty without
recognized positional authority yet who influence others within the college either
consistently or in reference to specific issues or situations. Care was taken not to disclose
to the research participants that they themselves were considered informal leaders.

Key findings regarding the nature of informal faculty leadership from the perspective
of informal faculty leaders include:

» Informal faculty leadership is generally associated with positive attributes.

» Concern about issues, a feeling of personal responsibility and the opportunity
to contribute expertise cause informal leaders emerge.

= Informal faculty leaders are perceived to have high levels of positive impact
on curriculum.

» Informal faculty leaders are perceived differently by females than males, by
longer serving than newer faculty in higher education, by high length than low
length faculty at their current institution and by technical/occupational faculty

than liberal arts/general studies faculty.
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CHAPTER 1

INTRODUCTION

Leadership is a central theme, playing a pivotal role in theories of ongoing and
productive institutional transformation within higher education. The notion of leadership
and organizational development is emerging as a concept richer and more inclusive than
that of the single hero as ultimate visionary (DePree, 2003; Green, 1988, 1994; Kelley,
1988; Piland & Wolf, 2003; Scott, 2003; Smith, 1996). “Instead of leadership being a
solo act, an aria sung by the CEO...it is a shared responsibility, more like a chorus of
diverse voices singing in unison” (O’Toole in Bennis, Spreitzer and Cummings, Eds.,
2001, p.160). While effective executive leadership is important, the notion of an
omnipotent leader is a model that is out of step with the 21* Century community college.
Issues of shared governance, institutional maturity and organizational complexity
mitigate against single source leadership. In the 21* century, leadership is needed at
many levels and in many contexts. Thus, a valuable source of leadership will be
leadership behaviors exercised by those without the formal trappings of authority, power
or position.

The notion of capiia]izing on leadership distributed throughout the organization
suggests that leaders emerge in response to issues and challenges, and that leadership is
potentially the responsibility of everyone in the organization rather than a virtue vested in
one person.

It borrows from Lave’s 1993 notion of “stretched across” suggesting that
leadership is stretched across different people and different artifacts,
within different contexts. This does not mean that leadership tasks are

merely delegated to multiple people, although that is one aspect of
distributed leadership. In his discussion of distributed cognition, Roy



Pea states that distributed cognition is not about the end result being
more than the sum of the parts, it is about the end result of distributed
cognition being different than the sum of the parts (Sherer, 2004, p. 4).

This distribution of leadership opportunity, and perhaps expectation, imbues in
those without the formal trappings the leadership mantle “informal.” Informal leadership
is leadership that is exercised by those not in formal positions of leadership but those who -
are recognized as leaders nonetheless (Pielstick, 2000). Informal leadership has been
recognized as an important dynamic in organizational behavior. In a study comparing the
characteristics of informal versus formal leaders, Pielstick found that while both formal
and informal leaders develop shared visions, “informal leaders are more likely to include
a moral and inspiring purpose, provide for the common good, and create meaning”
(Pielstick, 2000, p. 111).

Increasingly in business and industry, employees at all levels are expected to
identify problems, contribute to their solution and help guide colleagues—in short
exercise leadership.

In addition to all people down the line who may properly be called leaders at their

level, there are in any vital organization or society a great many individuals who

share leadership tasks unofficially, by behaving responsibly with respect to the
purposes of the group. Such individuals, who have been virtually ignored in the
leadership literature, are immensely important to the leader and to the group”

(Gardner, 1990 p. xiii).

Now, in the manner of business and industry, institutions of higher education are
becoming corporatized (Atlas, 2005). The challenges facing higher education echo those
of for-profit businesses—limited resources, increased competition, demands for

accountability, and high expectations from constituents for service and flexibility. Scarce

resources and ever-increasing expectations for performance and accountability are not



temporary maladies; instead, as is true with business and industry, these dynamics are
characteristic of the higher education operating environment. In today’s complex
organizations, formal leaders must nurture a notion of informal leadership that is applied
in day-to-day practice and guided by institutional values and shared vision. The literature
tells us that the organizations that do this successfully learn together and become stronger
and more adaptable (Senge, Kleiner, Roberts, Ross and Smith,1994).

In the 21* Century community college context there are more issues and
opportunities demanding special knowledge and contextual leadership than ever before.
The “missions” of community colleges have multiplied and expanded in response to
expectations from the communities they serve (Amey and VanDerLinden, 2002, Bailey
and Morest, 2004). They have become leaders in workforce development, community
convening, cultural programming and baccalaureate degree partnerships in addition to
their more traditional roles of transfer and career education, developmental education and
avocational learning. “The accretion of activities continues unabated” (Bailey and
Morest, 2004, p. 1). While performing more functions in response to community
expectations, the community college organizational hierarchy has become flatter in order
to capitalize on specialized knowledge and expertise and adapt scarce financial resources
to ever expanding programs and services. By necessity and, in some cases, by default,
community colleges can be found to grow increasingly reliant on informal leaders—
people who provide leadership that coalesces others and contributes purposeful behavior
that is not preordained or centrally planned.

In 1990, the Points of Light Foundation was established as a nonpartisan non-

profit organization designed to recognize the achievements of volunteer heroes. The



Extra Mile award, sponsored by the Points of Light Foundation, recognizes individuals
whose achievements have been made in the public interest; have had a positive effect on
a significant number of people; have been made while the person was acting as a private
citizen, not as an appointed or elected government official; and have been undertaken
outside of a person’s normal work assignment. Informal leaders in community colleges
are, in their context, points of light for their colleges and their colleagues.

The concept of shared governance in higher education offers a construct in which
to view both distributed leadership and informal leadership. Amey and Twombly’s
(1994) review of leadership skills in shared governance highlights the advantages to this
approach to governance. “It allows leaders to draw upon the talents and expertise of
community college members for setting goals and objectives, solving problems, and
creating alternatives. It affords to members throughout the college a different level of
ownership, involvement, and commitment than many past approaches to governance”
(Amey and Twombly, 1994, p. 282).

It should be noted that in the context of this study shared governance and the
notion of leadership emerging throughout the body of the organization were not
considered one and the same. In California, for example, shared governance is a
statutory requirement for community colleges. In other states and community college
systems shared governance is sometimes an aspiration or rhetorical reference to efforts to
include faculty and staff in certain areas of institutional decision-making. In the context
of this study, the notion that leadership can emerge throughout the organization was not
predicated on state statute or generally shared aspirations. Rather it was based on a

growing body of literature that explicitly or implicitly speaks to the emergence of leaders



without portfolio. These individuals, without the formal imprimatur of leader, garner
followers, energize coalitions and influence day-to-day organizational events.

Informal leaders can act to reinforce established institutional polices and practices.
Informal leaders can lead the loyal opposition or even resistance movements that seek to
modify or redirect organizational policy and practice, and their emergence seems to be a
fact of life in contemporary organizations. This study sought a better understanding of
their behavior and related contextual influences.

Followers are the defining characteristic for both formal and informal leaders.
Without followers, as Drucker notes (in Hesselbein, Goldsmith and Beckhard,
Eds.,1996), it is impossible to define leaders. Followers validate leaders. As interpreted
through the literature, the actions of followers are an important aspect of the leader-
follower relationship. A leader who understands the needs and values of followers and
effectively cultivates their aspirations and talents tends to optimize the leader-follower
relationship The leader/follower relationship, involving informal leaders distributed
throughout the organization, may involve situations in which leadership and followership
are no longer either/or propositions; as Smith describes (in Hesselbein, et.al., Eds.,1996),
they have become both/and imperatives. From hour to hour and day to day, members of
the organization are called upon to think and do, manage themselves and others, make
decisions and carry them into practice—and to know when each role is most appropriate.
As Kanter (1999) suggests, the long march of many throughout the organization trumps
the bold stroke of a few. Rather than a force to be submitted to, leadership is most
effective when it is embraced as an opportunity and modeled by all members of the

organization.



Background and Setting

This study focused on informal faculty leaders in the community college. The
evolution and growth of community and technical colleges throughout the United States
has occurred primarily within the last 40 to 50 years (Young in Palmer and Katsinas,
Eds., 1996). As a sector of higher education, community @lleges have evolved as
organizations characterized by their open admissions policies; heterogeneous enrollment;
multiple and ever-expanding missions; adaptability to workforce, community and learner
needs; and accountability to the myriad demands of taxpayers, donors, students, funding
agencies and accrediting bodies. Community colleges manage a complex agenda shaped
by multiple priorities in service to diverse constituencies. By their very nature,
community colleges are created of, by and for the people in discrete geographic areas.
Local dynamics of economy, culture, politics and demography are reflected in the
programs and services of the college and exhibited in active relationships between the
colleges and the communities they serve.

While community college missions and priorities continue to multiply, traditional
operating revenues often do not keep pace. As state economies contract and the need for
public funding for education, health care, human services and corrections continue to
expand, budget requests are outpacing state revenues. This has been particularly evident
during the first years of the 21* Century. The nation’s softening economy, September 11, |
2001, the war in Iraq and increased foreign economic competition contributed to
uncertain financial times, and concurrent reduction in state aid revenue as a percentage of

community colleges budgets began to occur.



Due to organizational culture and often exacerbated by limited financial
resources, community colleges are characterized by flat organizational structures. Formal
leadership hierarchies are lean, and conduct of the organization’s daily business is
distributed among formal leaders as well as faculty, para-professionals and others who
are not part of the formal leadership structure. Higher education is a labor-intensive
business, and it is not uncommon for community colleges to allocate a majority of their
operating revenues to personnel (Douglas and Harmening, 1999). When resources are
lean, personnel budgets become targets for reductions. Either through attrition
(resignations, retirements) or reductions in force (retrenchments, layoffs) fewer people
remain to perform the same amount of work. Lean hierarchies and complex missions
require leadership to be exercised throughout the organization.

While missions expand and budgets contract, community colleges are also facing
an unprecedented wave of retirements. The age of most of the nation’s community
colleges and the graying baby boom generation are converging, resulting in the
retirement of many career presidents, vice presidents, deans and faculty members during
the next ten years. Forty-five percent of the nation’s 1,200 presidents plan to retire by
2007 and 79% will retire by 2014. Paradoxically, the number of advanced degrees
conferred in community college administration decreased by 78% from 1982 to 1997, a
signal that a sufficient number of prospective new leaders are not in the traditional
leadership pipeline (Shults, 2001).

Although individual faculty members possess limited formal responsibility for the
overall direction of institutional affairs, they are perceived as having great influence over

matters that form the core or soul of the college—teaching, learning, and student success.



Collectively faculty are considered to have significant sway over the quality of the
institution. By tradition, these members of the academy place value on and persist in
seeking opportunities to share their opinions through discourse and dialogue. The review
of academic matters, problem solving, and decision making often are diffused throughout
the organization’s academic divisions, departments and curriculum clusters resulting in a
form of leadership that is “rooted in systems, processes and culture” (O’Toole, in Bennis,
Spreitzer and Cummings, Eds., 2001, p. 160).

O’Banion and Kaplan (2004) state that the notion of placing learning first as the
core business of the educational enterprise has been an emerging commitment of
community colleges since the early 1990s. This approach has focused the attention of
hundreds of community colleges throughout the nation and led to a transformation that
emphasizes the importance of defining how every program, policy, practice and budget
expenditure will affect student learning. Faculty are key players in this transformation to
learning-centered organizations as they “engage in redesigning the historical architecture
of education and creating innovative structures and practices to place learning front and
center” (O'Banion and Kaplan, 2004, p. 17). A more integrated, inclusive approach to
leadership has been ushered in with the learning-centered movement.

Leadership for learning involves making decisions, defining values,

setting goals, and determining strategies designed to facilitate the core

work—Ileaming—of the educational institution. In so doing, it moves

beyond traditional notions of leadership as an administrative or

management function. It is, instead, an integrated process that involves

administrators, faculty, and other college employees in a shared effort to

ensure that learning occurs and is documented in meaningful formats for
the institution and the individual members of the institution (Wilson, 2002,

p.-2).



Community colleges are complex organizations combining formal structures,
cultural myths and symbols and interactions that can best be viewed from a political
frame of reference involving coalitions and partisan behavior (Bolman and Deal, 2003).
Relationships are often stretched and sometimes strained between and among working
groups—faculty and administrators, faculty and faculty, administrators and
administrators, department chairs and faculty, support staff and administrators—as
members of the organization go about the daily business of teaching and learning while
supporting the academic infrastructure. Advocacy for a variety of causes can result in
daily political churn around topics as varied as new policies, curriculum changes,
assessment, budget allocations, workspace assignments, pay and parking. There are
formal processes for voicing opinions and garmmering support and there are informal
processes based upon personal influence and persuasion networks.

Given their complex missions, flat organizational structures, transformation to
learning-centered organizations, tendency to utilize shared governance models, and
imminent wave of retirements, community colleges are called to consider a changing
leadership paradigm. In light of the demands to operate more like a business—creating
business plans for operational units, outsourcing services, developing a marketing
orientation for product, pricing and promotional strategies—formal leaders have their
hands full. Areas of specialization found in today’s community colleges including
enrollment management, strategic planning and market research, bespeak the language of
business. However, when it comes to innovation, transformation and implementation
much is dependent on the devolution of leadership throughout the organization. Leaders

without portfolio are needed—perhaps required—throughout the organization as never



before to ensure the vitality, viability and ultimate usefulness of community colleges in

the 21* Century.

Purpose of the Study
The purpose of this study was to develop an understanding of informal faculty

leadership in the community college—its characteristics, behaviors and impact on the
organization—through a descriptive quantitative study of informal faculty leaders at
selected Michigan community colleges. A research questionnaire was utilized to gather
perceptions about informal faculty leaders. Informal faculty leaders were chosen as the
focus of this study because of their direct involvement with matters central to the mission
of community colleges—teaching, learning and student success. Based on Nesselrode’s
(1996) study of leadership of individuals outside of top administrative positions in the
community college and anecdotal evidence gained from a preliminary discussion group
conducted as part of this research study, there is reason to believe that informal faculty
leaders exist in community colleges and that they can be identified by others at their
institutions.

In some situations they may be seen to have a positive impact and move the
organizational mission and vision forward; in other situations they may be seen as
working in opposition to efforts attempted by formal leaders. This study sought to gain a
preliminary understanding of the nature of informal faculty leadership in the community
college in order to provide institutions with a set of useful tools to mobilize informal

faculty leaders in the best interest of the organization. More specifically, this study
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explored the following questions from the perspective of faculty members identified by
their department chairs as effective informal faculty leaders:
1. What characteristics and behaviors exemplify effective informal faculty
leaders?
2. What factors contribute to the emergence of informal faculty leaders?
3. What issues tend to be influenced by informal faculty leaders and do their
peers perceive this influence as positive or negative?
4. What circumstances tend to draw out or be associated with informal

faculty leaders in the exercise of informal leadership?

Definition of Terms

Faculty

A full-time or part-time, regular or adjunct member of the liberal studies or
occupational/vocational instructional staff of the college.

Effective Informal Faculty Leaders

Those without recognized positional authority yet who influence others either
consistently or in reference to specific issues or situations. Those who have influenced
others within the college and, as a result, have exerted a positive or negative influence on
some aspect of the organization.

Influence

An interpersonal interaction in which one person acts intentionally to change the

behavior of another in a given direction (Katz and Kahn, 1966).
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Leadership

“The process of persuasion or example by which an individual (or leadership
team) induces a group to pursue objectives held by the leader or shared by the leader and

his or her followers” (Gardner, 1990, p.1).

Significance of this Study

A commonly held assumption is that for an institution to be effective
administrators must be leaders. Evidence, however, suggests that all administrators are
not leaders and all leaders do not necessarily emerge from administrative ranks. DePree,
(2003), Green, (1988, 1994), Kelley, (1988), Pilestick, (2000), Scott, (2003) and Smith,
(1996) have articulated the contemporary view of leadership which suggests that
organizations are strengthened when leadership is exercised by individuals from
throughout the organization who are not part of the formal leadership hierarchy.

Within organizations, there are formal systems and structures for voicing opinions
and gamering support, and there are parallel informal systems for accomplishing the
same. The faculty is the largest group of players within this informal system. At the core -
of this informal network lies the opportunity to shape and influence issues related not
only to teaching, learning and student success but also to issues related to every other
area of the institution—from planning and budgeting to policies and facilities. While
informal leadership has been recognized as an important organizational dynamic (Senge,
et.al., 1994; Cooper and Pagotto, 2003; Bennis and Nanus, 1985; Komives, Lucas and
McMahon, 1998) there is a lack of research and information about the specific

phenomenon .of informal faculty leadership in the community college.
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A qualitative study conducted nearly a decade ago (Nesselrode, 1996) examined
leadership of individuals outside of top administrative positions at two community
colleges. Sixteen individuals, all faculty and mid-level administrators, were nominated
by two or more of their peers for inclusion in the study. Findings included that the
leaders outside of top administrative positions exert influence among their peers and
superiors, they have leadership attributes consistent with exemplary presidents and the
lack of positional authority is perceived by these leaders as an impairment. Pielstick
(2000) conducted a study of formal versus informal leading among graduates of the
James MacGregor Burns Academy of Leadership and found significant differences
between formal and informal leaders in each of six areas of interest: shared vision,
communication, relationships, community, guidance and character. Of 161 leadership
variables in each of the six areas, 87 (54%) showed a significant difference between
formal and informal leaders. Informal leaders were perceived as showing higher levels of
leading than formal leaders overall, including more likely to include a moral and
inspiring purpose; to listen and seek to understand; and to be humble, fair and altruistic
(Pielstick, 2000).

Although they possess limited formal power or authority, faculty members are
perceived as having the greatest influence over matters at the heart of the college and
thereby the quality of the institution—teaching, learning, and student success. Faculty
are expected to play dual roles, as pedagogical professionals and specialists in a
discipline of study and as contributing members of the larger organization. Some assert
that acts of leadership performed by faculty members are intended to demonstrate their

formal leadership potential. From this perspective, faculty members who lead or
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participate in service to the institution beyond their pedagogical/discipline are working in
quasi-administrative roles and are doing so because they aspire to formal leadership
positions. Others suggest that the motivation to lead is altruistic and that faculty who
assume leadership roles do so because they have expertise to contribute or a passion for
the cause, not because they are interested in advancing up the hierarchy.

It is understood (Nesselrode, 1996) that informal faculty leaders perform
throughout the organization—without being selected, directed, empowered or evaluated
by the formal leadership hierarchy. In today’s complex operating environment,
community colleges need all the tools they can marshal in order to succeed.
Understanding and stimulating leadership behavior throughout the organization in more
systematic and deliberate ways may turn these informal and perhaps sporadic faculty
leadership efforts into more high yield results that in the past. The more that can be
learned about informal leaders, the more likely formal leaders are to recognize their value
to the institution and to capitalize on their influence in the best interest of the
organization. With an improved understanding of informal faculty leaders, community
colleges will be able to identify factors that encourage, focus and bring cohesion to this
leadership resource while better understanding the ultimate gain or deficit that results

from it.
Limitations

This study was confined to a population of informal faculty leaders at six

Michigan community colleges and utilized a purposive sampling procedure.

14



Therefore, the generalizability of the results to other settings is limited in scope. The
study had validity and reliability only to the particular population on which this study
focused.

Department chairs at each of six Michigan community colleges were asked to
nominate faculty members from their institutions who they perceived as effective
informal faculty leaders, applying a definition furnished by the researcher. It is possible
that Department Chairs from the same institution may have had differing observations
and perspectives and therefore dissimilar interpretations of the “informal faculty leader”
label. Further, this study focused on informal faculty leaders—which excludes support
and technical staff, paraprofessionals or anyone else occupying a position without formal
authority from within the college. Therefore, the results of this study are not
generalizable to all informal faculty leaders or to informal leaders who are not faculty
members. Given that leadership can be situational and considering that respondents were
asked to reflect on their observation of informal faculty leaders at their colleges when
answering the research questionnaire, the results reported may not necessarily reflect the

characteristics of informal faculty leaders as a whole.

Assumptions

Although there was no direct control over the responses given by respondents to
the research questionnaire, it is assumed that respondents were able and willing to give
valid responses to all statements in the questionnaire. It is also assumed that respondents

were able and willing to give reliable responses to all statements in the questionnaire.
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CHAPTER 2

REVIEW OF LITERATURE

Leadership is often conceived of as a process. Komives, Lucas and McMahon
<l998) view leadership as “a relational process of people together attempting to
accomplish change or make a difference to benefit the common good” (p.11). DePree
(1989) describes leadership as an “art...liberating people to do what is required of them
in the most effective and humane way possible” (p.xx). Gardner (1990) expresses
leadership as “the process of persuasion or example by which an individual (or leadership -
team) induces a group to pursue objectives held by the leader or shared by the leader and
his or her followers” (p.1).

Others approach leadership as a characteristic or collection of characteristics
attributable to individuals. Wills (1994), for example, defines, “the leader is one who
mobilizes others toward a goal shared by leader and follower” (p.17). Bennis and Nanus
(1985) define a transformative leader as “one who commits people to action, who
converts followers into leaders, and who may convert leaders into agents of change”

(p. 3). Bennis, Cronin, Gardner and Rosenbach and Taylor (in Rosenbach & Taylor,
Eds., 1998) define leaders as managers of attention, meaning, trust and self. According
to Cronin, “Students of leadership develop their capacities for observation, reflection,
imagination, invention and judgment. They communicate and listen effectively; as
Cronin suggests “they squint with their ears” (in Rosenbach & Taylor, Eds., 1998, p. 2).
Maxwell (1993) distills the leadership definition to one word—influence—and says the

ability to attract followers is key to this definition.
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Common to all of these definitions is the suggestion that leadership is not a solo
act that occurs in a vacuum. Leadership requires context and involves, may even depend
upon, interactions with other people—sometimes labeled as followers—those who
leaders attempt to guide, influence, convert, liberate, persuade and finally induce and
commit to action. Drucker’s deﬁnit_ion of leadership (in Hesselbein, Goldsmith and
Beckhard, Eds., 1995) underscores the indispensable role of followers: “The only
definition of a leader is someone who has followers” (p. xii).

The art and science of leadership has been studied in business, government and
the non-profit sector; popularized by the media; analyzed by academicians and
investigated by social scientists and organizational theorists. In both the technical and
popular literature, leadership emerges as a prized commodity, sometimes deemed a
heroic, larger-than-life attribute; sometimes considered the source of mischief and a
tendency to self-promotion.

More than 11,000 books and articles have been written about the topic of leaders
and leadership and some 850 definitions of leadership offered (Bennis and Nanus, 2003),
and still, an observation made by leadership scholar James MacGregor Burns more than a
quarter century ago is true today, “Leadership is one of the most observed and least
understood phenomena on earth” (Burns, 1978, p. 2). Leadership with its many facets
and its still-elusive qualities remains a subject of intense interest. The effort to corral its
skills, discipline and application continues.

Whether based in personality and natural attributes or skills learned, many of the
elements that shape leadership in practice can be attributed to the personal characteristics

of those who are considered leaders. In addition, there are organizational levers and
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leadership tools available to individuals occupying formally recognized positions of
leadership. These leadership roles benefit from sources of power and influence beyond
personal traits and acquired skills. Some of these additional sources of power and
influence can be exercised directly such as the ability to hire and fire, set the
organizational agenda or assign or withhold scarce material or symbolic resources. Some
are derived from shared expectations and perceptions of the organization’s “designated”
followers (Burns, 1978). Although shared expectations and perceptions may be more
ephemeral than the formal elements of the organization, they are equally important in
defining and empowering or confusing and limiting leadership.

Shared expectations and perceptions of the organization may be ill formed,
weakly fashioned or highly developed and palpable. Bolman and Deal (1997) offer four
major frames practitioners can use to “make sense” of organizations—the structural,
human resources, political and symbolic frames. These frames serve both as “windows”
on the organization and “lenses” for bringing it into focus (pps. 12-15). From the
structural frame perspective of the organization, leadership is assigned to those holding
certain official titles. In higher education, for example, these titles may include dean,
department chair, vice president, provost or president. To the untrained eye, others
including faculty, staff, administrators and various support personnel might be considered |
followers—subordinates looking to the leaders for direction, inspiration, decisions and
solutions. In practice, nothing could be further from the truth. Leadership can emerge
from all levels and limiting one’s analysis to what appears to be the formal leadership

structure misses the rich and varied life of most organizations.

18



Kouzes and Posner (1993, in Komives, Lucas and McMahon, 1998) offer the term
“constituent” as an alternative to “follower.” “A constituent is someone who has an
active part in the process of running an organization and who authorizes another to act on
his or her behalf. A constituent confers authority on the leader, not the other way
around” (p. 12). Rost (1991, in Komives, et.al., 1998) encourages use of the term
“collaborator”” due to the negative connotation of the word “follower” dating back to the
industrial worldview (p.13). Komives, et.al. (1998) suggest still another variation:
“participants” as involved in the leadership process, actively sharing leadership with
other group members. “Participants include the informal or formal positional leader in a
group as well as all active group members who seek to be involved in group change”
(p.13).

Generally, and without the enhanced definitions such as those offered by Kouzes
and Posner; Rost; Komives, Lucas and MacMahon, a less enlightened view of followers
would be their lack of the instincts, insight and ability to take on formal leadership roles.
The notion that leadership is exercised only by those who hold formal positions with
inherent status and power and the assumption that followers lack the ability or interest to
lead are among the common leadership myths (Gardner, 1990; Komives, et.al., 1998).
“Leaders are almost never as much in charge as they are pictured to be, followers almost
never as submissive as one might imagine” (Gardner, 1990, p. 23). Other leadership
myths purport that leaders are born not made, that charisma is a requirement of effective
leaders, that leadership is a rare skill, that leadership exists only at the top of an
organization, and that leaders control, direct, prod and manipulate their followers (Bennis

and Nanus, 1985; Komives, et.al., 1998).
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More contemporary views of leadership reflect the understanding that leadership
occurs throughout the organization and is not the result of the heroic personality of the
CEO or exclusive purview of those in formally recognized leadership positions (Senge,
et.al., 1994; Cooper and Pagotto, in Piland and Wolf, Eds., 2003). In business and in
education, the ability of organizations to cope with the expectations of their constituents
requires a more comprehensive consideration of where and how leadership can be
exercised throughout the organization. “If there was ever a moment in history when a
comprehensive strategic view of leadership was needed, not just by a few leaders in high
office but by large numbers of leaders in every job...this is certainly it” (Bennis and
Nanus, 1985, p. 2).

Recognizing the importance of leadership throughout the organization, Komives,
Lucas and McMahon (1998) offer a definition of leadership that can be applied to
positional leaders or participants-collaborators-group members: “any person who
actively engages with others to accomplish change” (p.14). Using this definition, anyone

in the organization has the opportunity to exercise leadership.

Characteristics of Leadership

The literature of leadership offers a number of insights into a more detailed look
at the characteristics of leaders including the traits, qualities and behaviors of leaders.
Perhaps the earliest theory of leadership was the “Great Man” or “Great Person” theory
that asserted that leaders possessed special qualities that enabled them to capture the
hearts and minds of the masses. Leaders were born, not made, and no amount of

“learning or yearning” could change this fate (Bennis and Nanus, 1985, p. 5). When this
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perspective failed to explain all of leadership, it was suggested that events—factors of
timing, place and circumstance—made great leaders. The limitations of both “Great
Man” and “Big Bang” theories of leadership were their either/or nature—Ileadership was
either inherent within the person or a product of the situational environment.

If the answer did not lie in who they were or the situations in which they found
themselves, perhaps the secret could be found in their behavior as leaders. Two primary
types of leadership behavior were identified: task/accomplishment and interpersonal
relationships. Those who exhibited high performance in both categories were perceived
by their peers as leaders. Those who performed high in task behavior but average in
relationships were sometimes considered leaders. Those who excelled in relationship
behavior only were less often perceived as leaders by their peers, and those who did not
perform well in either category were never considered leaders (Sashkin and Rosenbach in
Rosenbach and Taylor, Eds., 1998).

When considering gender roles in organizational settings, Eagly and Johannesen-
Schmidt (2001) indicate that “the behavior of female leaders, compared with that of male
leaders, may be more interpersonally oriented, democratic, and transformational. In
contrast, the behavior of male leaders, compared with that of female leaders, may be
more task-oriented and autocratic” (pps. 787-788). However, Eagly and Johannesen-
Schmidt caution that “because of the constraining impact of leadership roles...any
differences between women and men who occupy the same role are unlikely to be large
in size” (p. 788).

Until recently, most of the research and literature on leadership focused primarily

on men. “The implicit, taken-for-granted assumption was that leadership was basically a
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male activity. In the past decade or so however, there has been a surge of interest in
gender and leadership, stimulated by dramatic shifts in women’s roles and by the
accomplishments of individual women” (Bolman and Deal, 2003, p. 344-345). Questions
still abound: do men and women lead differently? Are they perceived of differently in
leadership roles? Bolman and Deal (1991, 1992a) found no differences between gender
with regard to leadership frame issues of structural, human resource, political and
symbolic. “Eagly and Johnson (1990) found that women tended to be somewhat more
participative and less directive than men (in Bolman and Deal, 2003, p. 346). Generally
speaking men and women in similar positions of leadership are perceived of as more
similar than different by their subordinates (Carless, 1998; Komives, 1991; Morrison,
White and Van Velsor, 1987 in Bolman and Deal, 2003). When differences are
identified, they are usually in favor of women on issues of leadership and managerial
behavior (Bass, Avolio, and Atwater, 1996; Edwards, 1991; Hallinger, Bickman, and
Davis, 1990; Weddle, 1991; and Wilson and Wilson, 1991 in Bolman and Deal, 2003).
Amey and Twombley (1992) conducted a meta-analysis of the images, rhetoric
and organizational context of community college leadership found in the literature on the
evolution of the community college movement. A short list of men is recognized for
their seminal role in shaping what is considered today’s comprehensive community
college. Predominant throughout the literature from the 1960s to the mid-1980s are
images of “commander” and “great man” as institutional leaders (Amey and Twombley,
1992, p. 139). As community colleges evolved from the growth to maturation stage in
the late 1980s through the 1990s, the challenge for their leaders was to reclarify and/or

reinterpret the institutional mission (Hudgins,1990; Lorenzo, 1989), and, in the view of
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some, to engage in all-out transformation (Roueche, et.al., 1989, in Amey and
Twombley, 1992). Transformational leadership behaviors were called for, according to
“mainstream” authors like Roueche, et.al., (1989) and leaders of these transforming
institutions were described as “blue-chippers” both terms, according to Amey and
Twombley, that supported “the traditional, elite imagery” of community college
leadership (1992, p. 141). Alternate voices (Eaton, 1988 and Desjardins, 1990, in Amey
and Twombley, 1992) called for a new style of leadership that was more cooperative and
collaborative than authoritative and hierarchical.

Stogdill (1958) studied the research relevant to leadership traits and found six that
were common in 15 or more of the studies he reviewed: intelligence, scholarship,
dependability, activity, social participation and socioeconomic status. His list of traits
expanded when he identified the commonalities of 10 or more of the studies: sociability,
initiative, persistence, knowing how to get things done, self-confidence, alertness to and
insight into situations, cooperativeness, popularity, adaptability and verbal facility.
Typology notwithstanding, Stogdill concluded that leaders could not possess these traits
alone and become successful leaders. The characteristics of leaders needed to “bear some
relationship to the characteristics, activities, and goals of the followers” (Stogdill, in
Dean, 2002, p. 6). DePree (1992) echoes this perspective, pointing out that “one obvious
requirement” of leadership is learning the perspective of followers. “Leaders cannot
function without the eyes and ears and minds and hearts of followers” (p. 200).

Cronin (1983) offers a tentative list of leadership qualities, which include self-
knowledge/self-confidence; learning/renewal; coalition building; world mindedness/a

sense of history and breadth; and understanding the nature of power and authority. He
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adds that “leadership consists of a spiral upwards, a spiral of self-improvement, self-
knowledge and seizing and creating opportunities so that a person can make things
happen that would not otherwise have occurred” (pp. 15-16).

There does not appear to be a “one size fits all” or universally agreed-upon
taxonomy of leadership characteristics. “Definitions [of leadership] reflect fads,
fashions, political tides and academic trends” (Bennis and Nanus, 1985, p. 4). Jennings
(1961, in Dean, 2002, p. 6) asserts, “Fifty years of study have failed to produce one
personality trait or set of qualities that can be used to discriminate between leaders and
non leaders.” Perhaps leadership is “in the eye of the beholder” (Kouzes and Posner,
1996 in Rosenbach and Taylor, Eds., 1998).

The style of leaders was the focus of research conducted by Lewin and Lippitt
(1938) when they attempted to classify leadership as democratic or autocratic and
identified three basic styles of leaders: democratic, laissez-faire and authoritarian.
Subsequent research (Lippitt, 1966) returned to the important influence of situation and
the inappropriateness of stereotyping leaders without consideration of the environment in
which they were leading. Contemporary leadership theory underscores the notion that
leadership takes its form and is influenced by external circumstances (Hock, 2000),
personal experiences, the relationship of followers (Hock, 2000; Senge 1994; Seifter,
2001) and the understanding that organizations are living and sometimes unruly systems
(Wheatley, 1997; Zohar, 1997).

Drucker asserts (in Hesselbein, Goldsmith and Beckhard, Eds.,1995), “There may
be a few born leaders, but there are surely far too few for us to depend on them” and that

“leadership must be learned and can be learned” (p.xi). He offers a list of qualities he has
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observed or experienced first-hand with effective leaders: they have followers, they do
the right things, they are highly visible and they are responsible. Kouzes and Posner
(1996) surveyed more than 25,000 people around the globe in a range of organizations,
asking what they admired and looked for in their leaders. According to these data, people
want leaders who are honest, forward-looking, inspiring and competent. Three of these
four characteristics refer to “source credibility”—the believability of the communicator.
Kouzes and Posner (1996) assert that credibility is the most fundamental asset a leader
should possess (in Rosenbach and Taylor, Eds., 1998, p. 223).

Texaco CEO Alfred C. Decrane, Jr. (1995) offers a “constitutional model” of
leadership (in Hesselbein, Goldsmith and Beckhard, Eds., 1995, p. 249), a de facto set of
core leadership competencies that can be adapted and applied to a variety of situations as
conditions change and new challenges arise: character (humor and humility, self-aware,
inquisitive, open-minded, action-oriented), vision, behavior (act, create change, seize
opportunities, deploy people, seek consensus, communicate, be positive) and confidence.
Covey (in Hesselbein, et.al., Eds.,1995) emphasizes the importance of leaders having a
passion for learning “...through listening, seeing emerging trends, sensing and
anticipating needs in the marketplace, evaluating past successes and mistakes, and
absorbing the lessons that conscience and principles teach us...” (p. 150).

Pielstick (2000) developed a comprehensive leader profile in a meta-ethnographic
study emphasizing transformation leadership. This profile, later articulated as authentic
leading, describes a pattern of evidence which defines leadership in terms of six major
themes: shared vision, communication, relationships, community, guidance and

character. Of these, shared vision (the development and communication thereof) was
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identified as the “most common distinguishing characteristic identified with leadership

overall, and authentic leadership specifically” (Pielstick, 2000, p. 100).

In 1996 the W.K. Kellogg Foundation convened a panel of educators and

practitioners to examine the environment for leadership in higher education with an

emphasis on modeling new and more effective forms of leadership. Their report,

Leadership Reconsidered: Engaging Higher Education in Social Change (2000),
documented by the James MacGregor Burns Academy of Leadership at the University of

Maryland, identifies five “group qualities” and five “individual qualities” that define

effective leadership, as shown in Table I below (Astin and Astin, 2000, pp.11-13).

Table l“ Ten Qnalitles _ihat Deﬂne Effective Leadership

Group Qualities

Individual Qnalities

Shared purpose - reflects the shared aims values of
the group’s members; can take time to achieve

Commitment - the passion, intensityand

‘| persistence that supplies energy, motivates

individuals and drives group effort

Collaboratlon an approach that empowers
individuals, engenders trust, and capitalizes on
diverse talents

.| Empathy - the capacity to put yourself in another s V

place; requires the cultivation and use of listening
_skills

Division of labor - requnres each member of the
group to make a significant contribution to the
overall effort

Competence the knowledge, skills and technical

|| expertise required for successful completion on the
| transformation effort

|_in an atmosphere of mutual trust

Disagreement w1th respect recogmzes that
disagreements are inevitable and should be handles

v Authentmty consxstency between one’s actions.

and one’s most deeply felt values and beliefs

A learning environment - allows members to see
the group as a place where they can learn and
acquire skills

Self-knowledge — awareness of the beliefs, values

and emotions that motivate one to seck change

W K. Kellogg Foundation, 2000.

Most agree that personal characteristics are not the sole determinants of

leadership capability. Situation and environment, demonstrated behavior, and lessons

from the past are also important factors in considering the attributes of leadership. A

recurring theme emphasized in the literature is the importance of followers in the

leadership equation. To return to Drucker’s straightforward definition, leaders are those
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who have followers. Followers legitimize leaders and, in order to be successful, leaders

must pay close attention to the characteristics and goals of followers.

Power and L eadership

The review of leadership literature would be incomplete without consideration of
the issues of power. Burns (1978) defines power “not as a property or entity or possession
but as a relationship in which two or more persons tap motivational bases in one another
and bring varying resources to bear in the process...” p. 15). He underscores the ubiquity
of power by saying, “it exists whether or not it is quested for”’(p. 15). Identifying the
attributes of power for the purposes of generalization, Burns (1978) cites Robert Dahl’s
description of the three dimensions of the reach and magnitude of power: distribution,
scope and domain. Distribution is the concentration or dispersion of power among
persons of diverse influence in political, social and economic arenas. Scope is the extent
to which power is generalized over a wide range or is specialized to a certain activity.
Power focused in one kind of activity may be relatively weak in another. Domain refers
to the number and nature of power respondents who are influenced by the person(s) in
power versus those who are not (Burns, 1978, p.16).

Prevalent in the literature of leadership since the early 1990s is the growing
empbhasis on cultivating leaders at all levels of the organization and, as Heifetz (1994)
asserts, “giving the work back to the people” (p.128). “The scarcity of leadership from
people in authority, however, makes it all the more critical to the adaptive successes of a
polity that leadership be exercised by people without authority. These people—perceived

as entrepreneurs and deviants, organizers and troublemakers—provide the capacity
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within the system to see through the blind spots of the dominant viewpoint” (Heifetz,
1994, p. 183).

Senge, Kleiner, Roberts, Ross, and Smith (1999) assert that change in learning
organizations relies on the consideration and cultivation of leaders throughout the
enterprise. “Organizations will enter a new domain of leadership development when we
stop thinking about preparing a few people for “the top” and start nurturing the potential
for leaders at all levels to participate in shaping new realities. The core leadership
challenge of our era lies in addressing core issues for which hierarchical authority is
inadequate” (Senge, et.al., 1999, p. 568). Similarly, Badaracco (2002) encourages us to
look at leadership with a “wide-angle lens” (p. 5). He suggests that the majority of issues
are not resolved by a “swift, decisive stroke” from someone at the top. “What usually
matters are careful, thoughtful, small, practical efforts by people working far from the
limelight. In short, quiet leadership is what moves and changes the world” (Badaracco,
2002, p. 9).

Heifetz and Laurie (1997) urge the protection of leadership voices from below.
“People speaking beyond their authority usually feel self-conscious and sometimes have
to generate “too much” passion to get themselves geared up for speaking out. They pick
the wrong time and place, and often bypass proper channels of communication and lines
of authority. But buried inside a poorly packaged interjection may lie an important
intuition that needs to be teased out and considered” (Heifetz and Laurie, 1997, p. 129).
To reject or ignore it, they caution, “is to lose potentially valuable information and

discourage a potential leader in the organization” (p. 130).
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O’Toole (in Bennis, Spreitzer and Cummings, Eds., 2001) describes an emerging
pattern of collective leadership in corporations as observed in a 2001 study undertaken by
Booz Allen & Hamilton and the University of Southern California’s Center for Effective
Organizations for the World Economic Forum. The characteristic observed was more
rooted in the systems and culture of the organization than “cascading” leadership in
which a strong positional leader empowers other leaders down the organizational line.
More than an act of symbolic empowerment from positional leader to non-positional
leaders, they observed people at all levels of the organization behaving more like “owners
and entrepreneurs than employees or hired hands” (Bennis, et.al., Eds., p. 160).

Robbins (in Robbins and Zirinsky 1996) describes six bases of power, extending
beyond Etzioni’s categories of coercive, remunerative and normative organizations and
similar to French and Raven’s definitions of the bases of power as coercion, reward,
expertise, legitimacy and referent. All are helpful in examining the exercise of power
versus the practice of leadership. The bases of power include:

= Legitimate power—the authority granted by virtue of a position of formal
authority held in the hierarchy of an organization; legitimate power includes
coercive and rewarding power with the added leverage of rank; legitimate power
lies in position rather than relationships.

= Coercive power—the authority to punish as granted by legitimate authority,
including dismissal, suspension, demotion, the assignment of unpleasant work or
embarrassment; the potential or actual use of force (as in prisons and correctional

institutions).
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= Reward power (extrinsic)—the ability to control and manipulate salary and
wages, commissions, working conditions and other perks.

= Reward power (intrinsic)—the ability to grant rewards such as recognition, new
responsibilities, professional accolades, etc.

= Expert power—the influence of expertise; may also derive from control of
information.

* Referent power—the influence of personal traits that others believe are desirable
and therefore admired; conferred by the organization and therefore can exist at
any level.

Formal leaders have the opportunity to exercise all six bases of power while it would
appear that informal leaders would draw from the latter three: reward (intrinsic), expert
and referent power.

Morgan (1997), in his explication of organizations as political systems, examines
power from both the resource relationship—a commodity someone controls—and social
relationship “characterized by some kind of dependency (i.e. as an influence over
something or someone)” perspective (p. 171). He offers a list of the 14 most important
sources of power ranging from “formal authority” to “control of a decision processes” to
“control of boundaries” to “symbolism” and the “management of meaning” to the “power -
one already has” (Morgan, 1997, p. 171). It appears that there are similarities in concept
between Morgan’s sources of power and Robbins’ (1996) concept of power—coercive
and extrinsic reward relate to formal authority while referent power is analogous to the
power one already has. Sociologist Richard Emerson (1962, in Scott, 2003) supports the

notion of power as a values exchange relationship, viewing power as relational,
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situational and “at least potentially” reciprocal, reinforcing the concept that power is
more appropriately viewed as a social relationship than a characteristic of an individual
(p. 310).

The process of power in informal groups was studied in the 1950s (Sherif and
Sherif, 1953; Bales, 1952 in Scott, 2003), and the results identified how personal qualities
and social relationships became the basis for the sanctioning of leadership within these
groups. Further analysis by Homans and Blau (1961, 1964, in Scott, 2003) indicated that
the process of differentiation of group members was based on a series of exchanges, i.e.,
some members demonstrate their willingness to make greater contributions to goals—be
they individual or group goals. Power, then, becomes a product of unequal exchange
relationships that exist within the group based on the characteristics and behavior of
individuals. In contrast, positional power is attached to the person who occupies the
position, regardless of his or her personal qualities or performance.

The work of Burns (1978) led to the development of new perspectives on the
study of leadership and power, underscoring Max Weber’s (1947) distinction between
economic and non-economic sources of authority. Burns’ concept, subsequently labeled
as transformational leadership, appeals to followers beyond their self-interest.
Transformational leadership, according to Burns’ definition, “occurs when one or more
persons engage with others such that leaders and followers raise one another to higher
levels of motivation and morality,” leading to the transformation of leaders, followers and
the social system in which they function (Burns, 1978, p. 20). Weber called these non-
economic sources of authority or influence. This concept of leadership contrasted with

the earlier transactional or remunerative/reward approach.
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Morgan (1997) observes, “hardly anyone will admit to having any real power.
Even chief executives often say that they feel highly constrained, that they have few
significant options in decision making, and that the power they wield is more apparent
than real” (p. 196). One reason, he offers, is that there is a significant difference
between what he labels “surface manifestations” and the “deep” structure of power,
suggesting that culture, history, economics, class relationships and other deeply-rooted
factors are imbedded in an organization. Another possible explanation Morgan offers is
that access to power is so highly distributed that the power “playing field” is leveled.
While some may have positional power, others may have considerable personal power.
Posner and Kouzes (1998) tell us, “Leaders cannot be appointed or anointed superiors.
Constituents determine where someone is fit to lead. The trappings of power and
position may give someone the right to exercise authority, but we should never, ever
mistake position and authority for leadership” (p. 223).

The literature reveals that while positional power may be assigned, personal
power must be earned. Non-positional power is manifested in the byplay of social
relationships where the behavior, character and espoused commitment of certain
individuals are perceived to add value. Power can be conferred whether or not it is
sought. Key to the granting of power is the expectation and perception of the

organization’s “designated” followers.

Leaders and Followers

“Once you define leadership as the ability to get followers, you work backward

from that point of reference to figure out how to lead,” says Maxwell (1993, p. 2).

32



He asserts that most people identify leadership with position and therefore, pursue rank
and title to become recognized as leaders. As a result, some positional leaders are less
than effective because they rely exclusively on their authority in the exercise of
leadership rather than on cultivating followers. Conversely, those who lack positional
power often do not perceive of themselves as leaders and therefore, never develop their
leadership skills (Maxwell, 1993, p. 2).

It has also become clear that leadership is often distinct from authority, although
authorities may be leaders. Weber (1947) likened authority to legitimacy and believed
that people would obey authority as long as they believed it was legitimate. Authority and
leadership are built upon voluntary obedience. If leaders lose legitimacy, they lose the
capacity to lead (Bolman and Deal, 2003).

Most agree that leaders cannot be leaders without followers. The quality of the
relationship between leader and follower is the crux of the matter. As Chaleff (1997, in
Rosenbach and Taylor, Eds., 1998) explains, “it is the relationship between leaders and
followers all the way up and down the organization chart that makes programs, breaks
programs and makes or breaks careers” (p. 89).

Kelley (1998) reinforces the importance of the relationship between leaders and
followers in his description of five followership patterns. He suggests that there are two
underlying behavioral dimensions that predict follower performance. One dimension
measures the degree to which followers exercise independent, critical thinking and the
other ranks them on an active to passive scale. Low on both scales are “Sheep,” passive
and uncritical, and “Yes People” who are deferential to a fault. “Alienated Followers”

have settled into a pattern of “disgruntled acquiescence” because someone or something
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turned them off at some point in the past. “Survivors” hunker down and ride out change.
“Effective Followers” are those who add value to the organization—often as much as
leaders do, Kelley says. They take initiative and succeed without the oversight of strong
formal leadership (Kelley, 1998, pps.143-144).

Considering the efforts of more than a few (Kouzes and Posner, 1993; Rost, 1991
and Komives, Lucas and McMahon, 1998) to find alternative designations for the term
“follower,” following suffers from an image problem as evidenced by Kelley’s
descriptions of “Sheep” and “Yes People.” Few have a burning desire to grow up to be
followers. Herein lies the organizational paradox, says Smith (in Hesselbein, Goldsmith
and Beckhard, Eds., 1996). While members of the organization—followers—are
expected to comply with orders from on high, they are also called upon to be leaders.
Many organizations declare, “people are our most important asset.” At least at the level
of theory espoused (Argyris & Schon, 1974), organizations expect and encourage
advancement up the ladder, admire risk taking and value entrepreneurial thinking.

In today’s complex organizations, it is important for leaders to understand that
occasionally they need to follow and often need to seek out and encourage followers to
become leaders. Smith refers to this as “both/and” performance (in Hesselbein,
Goldsmith and Beckhard, Eds., 1996). “Today, the people in an effective organization
must both think and do, both manage others and manage themselves, both make decisions
and do real work™ (1996, p. 201). Smith emphasizes that leaders must be sensitive
enough to know when their most effective option is to follow, understanding that the
organization’s performance relies on the “capacities and insights of other people”

(p. 200).
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Kanter (1999) asserts that the key to sustaining change within an organization is
not the “bold stroke” of leadership but the “long march—the independent, discretionary
and ongoing efforts of people throughout the organization” (p. 15). DePree (1989)
suggests that for an organization to be truly effective requires being open to “giants at all
levels” enabling us to “think about being abandoned to the strengths of others, of
admitting that we cannot know or do everything” (p. 7).

An overall impression of the literature is that organizational vitality depends on
the “both/and” performance of everyone in the enterprise resulting in the whole becoming
greater than the sum of the parts. Formal leaders must encourage leadership behavior at
all levels, and followers must be permitted to exercise influence beyond their narrow
jurisdiction and to lead up. Unlike formal leaders, they do not have to take on the whole
organization at once. Their accession to informal leadership affords an element of
choice, an opportunity to be selective and the likelihood of gaining followers and

influencing events beyond the capacity of designated formal leaders.

Leadership in Higher Education
In the early history of the academy, the faculties did it all. Over time the

organization of knowledge led to specialization as did the differentiated staffing that gave
rise to the role of administration. In the late 19" Century the United States began
building its system of higher learning which was inspired by distinguished European
universities, particularly German universities. Among the most recognized and some
might say “heroic” U.S. college and university leaders of this era were William Rainey

Harper at the University of Chicago and Charles Elliott at Harvard.
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In their wake followed the development and expansion of an
administrative/managerial class that focused on technical and day-to-day ~operational
matters. After World War II, with the advent of the G.I. Bill and rapid expansion of
public higher education, leaders like Clark Kerr at the University of California initiated
another great wave of building and development in higher education (Goodchild and
Wechsler, 1997). Since then higher education leaders have adopted many of the precepts
originally designed for and implemented in the business world. One of these precepts is
the quest for leadership as embodied in the “Great Man” or “Great Person” mystic—the
search for the heroic renaissance leader. Following the decade of the 1990s in which the
CEO was lionized as the wellspring of corporate vitality and shareholder value, the
business world has reconsidered the presumed centrality of the CEO in creating and
sustaining fundamental business success.

Unlike many business practices applied to higher education, the Great Man/Great
Person theory of leadership has been met with skepticism. “It’s hard to imagine that the
heroic model of leadership was ever a particularly useful one for academe,” says
Madeline F. Green, Director of the Center of Leadership Development at the American
Council of Education (1994, p. 55). In the 1970s, Cohen and March (1974) described the
academy as an “organized anarchy” in which the organization’s goals and purposes were
unclear and little direct power was ascribed to positional leaders (p. 1). Green (1994)
asserts that, given the realities of academia in which the balance of power constantly
shifts from interest group to interest group, “the traits of the leader become less important
than the complex interrelationships among leaders, followers, context and the tasks at

hand” (p. 56).
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In a higher education leadership research project conducted in 1986 under the
auspices of the National Center for Postsecondary Governance and Finance, Bensimon
and Neumann interviewed presidents and other positional leaders at 28 institutions to
determine how they interacted and communicated with one another, established goals,
transmitted values and developed an understanding of their campuses. “We were
intrigued with the idea of leadership as interactive, collaborative and shared. It became
increasingly difficult for us to think in terms of individual leaders without referring, at the
same time, to their interactions (intended or not) with those around them” (Bensimon and |
Neumann, 1986, p. xiv). Bogue (1994) asserts that the most important task of today’s
formal leaders in higher education is the articulation of a philosophy—the values and
ideals that inspire the work of the organization. “An element of that philosophy will
surely be that leadership is not necessarily something that others do for or to us but
something we do together in shared ventures of purpose, persistence, and pleasure”
(Bogue, 1994, p. xv).

In the dawn of the 21* Century higher education is seen as much an engine of
economic development as the repository, embodiment and chief transmitter of our
collective culture and cannon. In the U.S. some exposure to higher education is
becoming more an expectation than an option—no longer an exclusive rite of passage
reserved for the wealthy or highly motivated. With open access to higher education
assured through the nation’s community colleges and growing pressure from new for-
profit providers, higher education is facing an environment in which there are more
students, fewer public funds and unprecedented expectations of accountability from every

constituency.

37



Leadership in Community Colleges
The three decades following World War II signaled an era of rapid community

college establishment and growth. J. Eaton (interview, October 4, 2004) indicated that
founding presidents were generally considered pioneering leaders in this educational
movement. Often as the first person hired, founding presidents had an advantage in
matters of power and control that few of their successors could match. They built their
colleges from the ground up—interpreting the mission of access and opportunity,
securing funding, building campuses, hiring faculty and developing programs.

Today, the community college sector has emerged as a positive, respected and
versatile force in higher education and society, educating nearly half of all
undergraduates in the nation and fully two-thirds of all minority students. “While they
share a commitment to open access, comprehensiveness and responsiveness to local
needs, community colleges are a set of diverse institutions” (Palmer and Katsinas, Eds.,
1996, p.4). This diversity is a result of their versatility--nimble local colleges able to
shape and transform themselves to meet community needs. The roles played by
community college leaders and the ability to serve successfully in these roles are
influenced directly by the growing complexity of the community college environment
and the evolution to a relatively flat organizational hierarchy with many distributed
centers of influence and decision making.

Leadership now is in the hands of many. Piland and Wolf (2003) observe that
leadership “is exercised by members of the faculty, by key members of the support staff

and certainly by administrators and members of governing boards” (p. 1). They note that
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the distributed nature of leadership is complex both in theory and in practice and, when
added to the multifaceted landscape of the community college, working successfully with
distributed leadership can be especially daunting. Cooper and Pagotto (in Piland and
Wolf, Eds., 2003) speak to the prevalence of faculty members as a source of informal
leadership, often feeling “the pull of leadership from the moment they enter community
colleges” (p. 29). They are called upon to serve in a variety of capacities beyond the
classroom including membership on budget and strategic planning committees,
curriculum committees, search teams for faculty and administrators and accreditation and
self-study committees. As faculty are visible and prominent in service to the college
mission beyond their prescribed teaching roles, so are members of the classified staff,
administrators, paraprofessionals and others not considered part of the formal leadership
hierarchy. “There is no place in today’s university where we can sit and watch the unruly
world go by” (Ramsden, 1998, p. 231).

Informal leaders get things done as a result of their own individual efforts or by
influencing and inspiring others. They are referred to by Senge (2000) as “natural leaders
who emerge based on excellence of performance, clarity of vision or quality of the heart”
(p. 25). Given the prevalence of faculty and staff “followers” serving as leaders without
positional power, it appears that informal leadership can be observed on community
college campuses today—a brand of leadership that may be instrumental in influencing
the overall success of the institution.

In some cases the need for leadership from all corners of the institution is a
consequence of the sheer volume of work that needs to be accomplished—there are more

initiatives to be addressed than the formal leaders can lead or manage. Occasionally, the
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short-term reassignment of faculty and staff to projects “beyond the job description” is
the result of a call for new perspectives or specific expertise that can only come from
faculty, line administrators and support staff. Weighty issues that stir emotions such as a
breakdown of shared governance, program or service changes, modifications in the core
curriculum and establishing faculty load also may bring forth informal leaders. They
gather followers while playing roles of spokespersons, conveners, negotiators, agitators
or coalition builders.

Some have suggested that the increasing focus on and importance of informal
leaders signals a new organizational model for community colleges (Gould and Caldwell,
1998). “Like business and industry, the successful community colleges of the next
millennium will radically alter their management models and foster organizational
synergy. These thriving institutions will create organizational cultures symbolized by
decentralized decision making, collaborative governance, alignment of structure and
systems with institutional values and goals...” (p. 350).

The forces that guide this research study are fourfold. Community colleges today
are grappling with multiple missions. They are characterized by flat organizational
hierarchies with distributed and devolved centers of influence and control. They are
actively transforming themselves from a focus on input, teaching and resources, to a
focus on output, learning. They are drawing upon the talents of faculty and staff to
actively engage in every aspect of the development, design and delivery of positive
learning outcomes across the spectrum of community college engagement with students

and the community. In some situations this engagement results from an expectation
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inherent in the practice of shared governance, in others it is the spontaneous exercise of
situational leadership.

As a result of these forces, it is important to the future of community colleges to
develop a better understanding of the full range of leadership in practice—including
leadership that is not traditionally or formally sanctioned through title or position and yet
is commonly observed as an existing phenomenon, particularly among faculty in
community colleges. Whether by design or by default, the devolution of leadership is
occurring. An aspect of this devolution is the influence of informal faculty leaders—a
phenomenon that has not been systematically investigated and as a result, is not well

understood.

41



CHAPTER 3

METHODOLOGY

Introduction
The purpose of this research was to develop an understanding of informal faculty
leadership in the community college from the perspective of informal faculty leaders
themselves. The research sought to answer the following questions:
1. What characteristics and behaviors exemplify effective informal faculty leaders?
2. What factors contribute to the emergence of informal faculty leaders?
3. What issues tend to be influenced by informal faculty leaders and do their peers
perceive this influence as positive or negative?
4. What circumstances tend to draw out or be associated with informal faculty
leaders in the exercise of informal leadership?
This chapter will include a description of the population, the sample used in the research,
the development of the survey instrument, the data collection procedures and the data

analysis procedures.

Population

Since the purpose of this research was to develop an understanding of informal
faculty leadership in the community college from the perspective of informal faculty
leaders themselves, the population for this research study was informal faculty leaders

from six Michigan community colleges.
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Selection of Sample

Permission was sought and received from six Michigan community college
presidents to have faculty from their colleges participate in this study. Each of the six
presidents was contacted by e-mail and asked to provide, via email, the names and
addresses of faculty department chairs that were subsequently invited to nominate
effective informal faculty leaders for this study. The guiding variable of the institutional
selection process was to include colleges of different enrollment size, since size could
have a bearing on the organization’s structure, culture and, therefore, on the prevalence
and influence of informal leaders. Colleges with enrollment that ranged from a low of
2,000 students to a high of 14,000 students were selected to participate.

Department chairs were invited to offer nominations of effective informal faculty
leaders for this study because, in their formal leadership roles, department chairs are well
positioned to observe the characteristics and behaviors of faculty members. As
immediate supervisors of faculty members, department chairs are likely to have frequent
contact with faculty members in department meetings, on college committees, and in less
formal settings (e.g. hallway conversations), and witness their interactions with other
faculty and staff.

Upon receipt of the faculty department chair mailing lists from the presidents, a
total of 53 department chairs were sent a letter (see Appendix A) via U.S. mail asking
them to nominate faculty members whom they considered to be effective informal faculty -
leaders on their campuses. The letter explaining the purpose of the research and
requesting the nominations also included a nomination form (see Appendix B) and a self

addressed, stémped return envelope in which to return the nomination form.
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The definition of informal faculty leaders provided to department chairs in the
letter of invitation to nominate was: faculty without recognized positional authority yet
who influence others within the college either consistently or in reference to specific
issues or situations. Effective informal faculty leaders were defined as: those who have
influenced others within the college and, as a result, had either a positive or negative
influence on some aspect of the organization.

Department chairs were asked to provide the names and addresses of any and all
faculty members who met the aforementioned definitions of effective informal faculty
leaders without regard to any other qualifying criteria (i.e. teaching discipline, full-time
or part-time status, gender, years of service, etc.). Department chairs were assured that
their nominations would be confidential, that they could submit them anonymously, that
their names would not be connected in any way with the survey, and the individuals they
nominated would not know the source of their nomination.

The unit of analysis for this study was individuals identified by nominators from
the same institution. This study incorporated the non-probability sampling technique of
purposive or judgment sampling (Ary, Jacobs and Razavieh, 1996). Individuals who were .
judged by department chairs to be effective informal leaders, as defined, were nominated
to participate.

Two weeks after the initial mailing was sent to department chairs asking for their
nominations of effective informal faculty leaders, an email reminder was sent to all 53
department chairs. The email was sent to all department chairs due to the fact that the
nominations were submitted anonymously and it was not possible to know which

department chairs had returned nomination forms from those who had not. A total of 93



faculty members, perceived as effective informal faculty leaders by their department
chairs, were nominated to participate in the research study.

It is noted that the purposive sampling technique utilized in this research study
had limitations that could affect the results of the study. The challenges of purposive
sampling are the extent to which judgment can be relied upon to arrive at a typical sample
and that the individuals judged to be typical of the population will remain typical over
time (Ary, Jacobs and Razavieh, 1996). The advantage of purposive sampling for this
study was the non-random selection of individuals judged to demonstrate the behaviors of

effective informal faculty leaders.

Research Instrument Design

A quantitative research instrument was utilized to gather data on the topic. The
instrument was designed to explore the perceptions of informal faculty leaders with
regard to their observations of informal leaders in the community college. Five steps
were taken in the development of the research instrument, the Informal Faculty Leader
Questionnaire (IFLQ).

Step 1 - Comprehensive Literature Review - Initial research for the development
of the instrument was completed through a comprehensive literature review of topics
relating to leadership characteristics and behaviors, leadership and power, and leadership
and followership. Books, journal articles, dissertations and websites pertaining to
leadership in for-profit and not-for-profit organizations, including higher education, were
examined. The review of literature provided an analysis of leadership theory. An

analysis of the current literature on leadership enabled the researcher to accumulate the
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information to form a baseline of accepted characteristics and behaviors of leaders, to
understand the implications of leading with and without formal authority, and to be
familiar with the role of followers in the leadership equation.

Step 2 — Pre-research Discussion - A group of six faculty members from one of
the six community colleges selected for the research study participated in a pre-research
discussion of effective informal faculty leadership and its related terminology. The
discussion was designed to identify informal faculty leader characteristics, behaviors and
issues to be explored in the research instrument and to ascertain terminology appropriate
to the topic and familiar to the population to be surveyed that could be used in the
instrument. Those selected for participation in Step 2 were not considered for later
participation in the research.

Step 3 — Development of the Informal Faculty Leader Questionnaire Instrument
(IFLQ) - Using the information gained in Steps 1 and 2, along with guidance from the
researcher’s Dissertation Committee, Step 3 focused on the development of the IFLQ.
Research instrument questions were developed using terminology appropriate to the topic
and familiar to the population to be surveyed. The design of the research instrument
followed recommendations cited by Creswell (1994), Alreck and Settle (1985) and Ary,
Jacobs and Razavieh (1996) for organizing and grouping items by topic, content and
scaling technique, composing scales and composing instructions.

Step 4 — Field Testing of the Instrument - The IFLQ was field tested with six
informal faculty leaders—four of whom participated in the discussion noted in Step 2 and -
two who had not participated in the discussion in Step 2. The purpose of field testing the

IFLQ was to determine if the research instrument cover letter and instructions were
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understandable, if any of the questions required clarification, if the order of the questions
was appropriate and if the estimated time required to complete the IFLQ was ten to
fifteen minutes. None of the participants in this step of the research participated at later
stages of the research.

Step 5 — Instrument Revision - Using information from Step 4, above, the IFLQ
was revised and the final instrument was developed (See Appendix C). Participants were
asked to reflect on their observation of informal faculty leaders at their colleges as they
responded to the IFLQ. Included in the IFLQ were questions on informal faculty leader
characteristics and behaviors, their influence on the institution, the ways in which
informal faculty leaders emerge within the institution, circumstances in which informal
faculty leaders are likely to exercise leadership, and the factors that define informal

faculty leaders.

Data Collection Procedures

Each of the 93 nominees was sent a letter of invitation (see Appendix D) to
participate in the research study, a copy of the Informal Faculty Leader Questionnaire
(see Appendix C), two copies of a Consent to Participate Form (see Appendix E), a self-
addressed stamped envelope for return of the completed research questionnaire and a
self-addressed stamped envelope for return of one copy of the signed Consent to
Participate Form. Care was taken in the letter of invitation to not disclose that the survey
participants themselves were considered informal leaders, since this might have affected

the outcome of the study. Instead, the 93 research study participants were told that they

47



had been invited to participate in the study for the purpose of providing a faculty
member’s perspective on informal faculty leadership within the community college.
Exactly two weeks after this initial packet was mailed, an identical packet was
mailed to all nominees who had not yet returned a signed Consent to Participate Form.
Within forty days of the initial mailing to the survey sample, a total of sixty-two
completed IFLQs were received and an identical number of signed Consent to Participate
forms were received. IFLQs were date stamped the day of arrival, recorded by code

number and filed according to code number for data entry at a later date.

Data Analysis

Response codes were created for each of the nine IFLQ questions. Responses
from individual research questionnaires were entered into SPSS, the software utilized to
analyze the data. Data were verified for accuracy following data entry by running test
descriptive and cross-tabulation comparisons.

Descriptive statistics were used to analyze the data and to identify the mean
agreement/disagreement scores of the five multi-part questions in the IFLQ:
characteristics and behaviors of informal leaders, the ways in which informal leaders
emerge, factors that define informal leaders, the areas/degrees of influence on the
institution by informal leaders and circumstances in which faculty are likely to exercise
informal leadership. For each of these five survey questions, respondents were asked to
assign numerical values to their level of agreement with each statement of these multi-

part questions using a five point Likert-like scale ranging from 5=strongly agree to
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1=strongly disagree. For purposes of data interpretation, the mean
agreement/disagreement scores were categorized as follows:
Scores > 4.0 were considered to represent high association
Scores < 2.99 were considered to represent low association

The remaining four of the nine survey questions were demographic in nature and
analyzed first using descriptive statistics, including frequencies and means. In order to
examine the affect of years of experience in higher education and years of experience at
their current institution, a subset of data were analyzed that was one standard deviation
away from the mean for Question 7 and Question 8. This allowed for comparing the
survey responses when highly experienced faculty were compared with those faculty who
had little experience.

Since the data available through this survey were means data, two-tailed t-tests, a
statistical method of assessing the significance of differences between two mean values
for the same variable (Alreck and Settle, 1985), were used in the data analysis. T-tests
were used to analyze where important differences existed with regard to the demographic
information provided by respondents—male/female, newer/longer serving in higher
education, high longevity/low longevity at current institution and technical/occupational
or liberal arts/general studies faculty—when considering every variable described in
Questions 1-5: informal leader characteristics and behaviors, how informal faculty
leaders emerge, factors that define effective informal faculty leaders, areas/degrees of
~ influence on the institution and circumstances in which faculty are likely to exercise

informal leadership. Level of significance for all analyses was set at <.05.
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Limitations
Because of the small sample size and the purposive, non-random selection of
institutions and individual participants, the results of this research cannot be generalized
to all community colleges. This research was exploratory in nature and the results should
be treated as analyses that are grounded in systematically gathered data from a limited

number of respondents.
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CHAPTER 4

DATA ANALYSIS

In the previous chapter the methodology for this study was explained in detail,
from the Informal Faculty Leader Questionnaire to the statistical procedures utilized in
analyzing the data.. This chapter presents the data that were collected together with an

analysis of the data.

Informal Faculty I.eader Demographics

Response Rate

Table 2 shows the number of Informal Faculty Leadership Questionnaires that
were mailed, the number and percent that were returned completed and the number and

percent used in the data analysis.

Table 2: Response Rate

IFLQs IFLQs IFLQs
Mailed | Returned Used in
Completed Data

Analysis
Informal
Faculty 93 62 (67%) 62 (67%)
Leader

The Informal Faculty Leader Questionnaires were mailed to a total of 93 individuals
nominated as being informal faculty leaders at six Michigan Community Colleges. Each
one of the 93 individuals was nominated to participate in the study by one or more
department chairs at their respective colleges. Sixty-two Questionnaires were returned
completed for a response rate of 67%. Sixty-two Questionnaires were used for data

analysis.
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Gender of Respondents

Table 3 shows the gender of respondents.

Table 3: Gender of Respondents
Gender Frequency Percent
Male 32 51.6
Female 29 46.8
Total 61 98.4
Missing 1 1.6
Total 62 100.0

As shown in Table 3, a total of 32 males (51.6%) and 29 females (46.8%) returned

completed Questionnaires. One respondent did not answer the gender question.

Years of Experience in Higher Education

Table 4 shows the frequency distribution and mean of respondents’ years of

experience in higher education.

Table 4: Frequencies and Mean for Years
of Experience in Higher Education

Years of experience Frequency Percent

in higher education
3 1 1.6
5 1 1.6
6 1 1.6
7 1 1.6
8 1 1.6
10 2 3.2
11 2 3.2
12 1 1.6
13 1 1.6
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Table 4 (continued): Frequencies and Mean for Years
of Experience in Higher Education
Years of experience Frequency Percent
in higher education

| 14 1 1.6
15 3 4.8
16 4 6.5
17 3 4.8
18 3 438
19 1 1.6

20 9 14.5
22 1 1.6
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