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Abstract of the Dissertation
The Nature of Leadership:
A Case Study of Distributed Leadership Amidst
A Patrticipative Change Effort

The purpose of this study was to examine the eattidistributed leadership at
the University of ABC’s SCPS, as the School wort@transform itself through
reorganization. The study examined the perceptdkey leaders and members of the
implementation team as they sought to understamdhtplementation of a more
participative approach to change within the Schddie primary question guiding this
study was "What is the nature of leadership withparticipative change effort in a
higher education setting as perceived by activegyaants in the effort? The secondary
guestion was "What is the nature of power shariiigiwthis change effort?”

This descriptive case study investigated distridugadership at the University of
ABC School of Continuing and Professional Stud®SRS) by exploring the perceptions
of leaders and the implementation team as theyrweae a leadership paradigm shift
that required a more participative approach. Thdysalso explored how these academic
leaders adapted to sharing power in this new chafige by examining the perceptions
of change for administrative and faculty leaderthay sought to make sense of the
launching of a more participative approach to cleasfforts.

The findings from this study identified ten wapswhich SCPS practiced
leadership: (1) A participative approach to chaimfjjeenced synergy. (2) Leader
participation greatly influenced collaboration.) (Baders’ actions created a shared sense
of responsibility. (4) Change in structure inflged leader, follower behavior, and

organizational culture. (5) The creation of a safeironment influenced employee

Vi



conversations. (6) Engaged leaders and followehseinced decision-making. (7)
Leader involvement improved efficacy of decisio§®) The situation (tools, routines,
structures) enabled leader action on process inepnent. (9) A shared belief in the
schools training mission influenced the mitigatainesistance and intransigence. and,
(10) A focus on strategy supported collective actio

This descriptive study has drawn conclusions blegin to fill the gap in
understanding the nature of leadership within éigppative change effort in a higher
education setting as perceived by active particgpamthe effort. It was discovered that a
participative approach to change plays an importaetin leadership practice and the
interactions of leaders, followers, and their ditra The tools, routines, structures, and
other aspects of the situation mediated leadesTalfowers’ interactions, and allowed
leadership practice to move to the forefront. Hynshe study concluded that a
distributed perspective, when used as a desigrf@ao&chool leaders, could inform
future design decisions and that strategic decisiaking must be ongoing when
designing leadership practice. The conclusiorth®ftudy prompt questions that can be

resolved by further study.

Vil



Table of Contents

D] =To [ o3 11 0] o RSO U R PPUUTUPPPRPRT il
ACKNOWIEAGEIMENTS ... .t e ettt e e as )Y
ADSEract Of the DISSEIMALION ........uuiiiiiieciiiiiiii e a e Vi
Table Of CONTENLS ....uuei s Viii
LISE OF FIQUIES .ttt e e e e e e e e Xi
LISt Of TADIES ..t e e e e Xil
CHAPTER 1: INTRODUGCTION ...eiiiiiiiiiieieieii ettt ereee e e e e e e eeeeeaeannnnes 1
Statement of the Problem......... ... 4
Purpose and ResearcCh QUESHIONS.........ciiiiiiiiieeeieeiceeeeeei e e e e e 10
Potential Significance of the Study.............oooiiiiiiiiiiiii s 10
Conceptual FrameEWOrK..........ooooiiiiiiiiiiiiie ettt 11
Summary of MethodOolOgy...........oueuiiiiiiiiiiii et e 15
g T = 1o R 17
Definition Of KEY TOIMS ....uuiiiiiiiiie et e e e e e e e e e eeeeeeeeees 19
Organization of the DISSErtation...............uuuuiiiiiiiiie e 21
CHAPTER 2: LITERATURE REVIEW ... 22
ST T L= £ o o 23
MaANAQGET VS. LEAUEE........cvectieeieeesteeteeeste ettt sttt e te et e st e e be s teereebesreesaensesreesreeneas 25
Leadership in HiIgher EQUCALION............cccoviiieiiiieeeeceeeeee e 25
Transformational LeaderShip ......cccooveeeerieieere et s 27
Organizational CUIUIE ........cooeiiiiiiiiieiee et e e e 31
Conceptual FramEWOTK...........ooeviiiiiiiiiiias et e e e e e e e e e e e eaees 33
Distributed LEAUEISNIP ......ocveeeeeie ettt st st ee s 34
The LeAdEr-PlUS ASPECL......cco ittt sttt aesee et e e neeneeneens 35
The Leadership PractiCe ASPECL.........cocieieieereeeeereeee st sttt 35
(070 g0 o1[=o (1 Y I=T= (o [T 6] a1 o TS SR 38
Key Findings from the Literature .............oovuvvviiiiiiiiiiee e eeeeeeee e 39
CHAPTER 3: RESEARCH METHODS .....ootiiiiiiiiaie et 41
ReESEAICh QUESTHIONS ... ..ot aa s 42
SIEE SEIBCHON. ...ttt 42
StUAY PartiCIPANTS.....oiiieeeiee e ettt et et ae e sesre et e te s saesneenes 45



RESEAICN PIrOCEUUIES. ... e e aaaas 47

Rationale for Case Study Methodology.......c.coovvvecierieeeeseceee e 50
SOUICES OF EVIHENCE......coviiiiiiieeee ettt 52
Data Collection and ANAIYSIS.........uuuuuiiiiiii e 53
DOCUMENT REVIEW.......eieieiieiieiie ettt ettt ettt et etesee et e testesneensessesneensesneesneeneen 55
ODSEIVALIONS.....cueiuieiieieeirietet ettt b e sttt et e bt st s b e be e saeebesteseneeneas 55
Limitations Of the StUAY ........eueeiiiiii e e e e e e e e e eeeaaaeens 58
Human Participants and Ethics Precautions..............cccceeeiiiiieneeiiiiiieieceeiieeeeee, 60
CHAPTER 4: FINDINGS ...ttt e e e e e et e e e e e e eaans 62
Background of SCROOL..........ccooo oo 63
CONLEXE OF STUAY....eeeeeeeiiiiiiiiie ettt e e e e e e e e e e e e aeeeeeeeeeesrnnnns 63
1010 [T o LSO 65
Finding 1: A Participative Approach to Change Influenced Synergy at SCPS.......... 66
Finding 2: Leader Participation Greatly Influenced Collaboration...........c.ccccceeuvneeee. 67
Finding 3: Leaders’ Actions Created a Shared Sens® Responsibility.............c.c........ 68

Finding 4: Change in Structure Influenced Leader, Bllower Behavior and
OrganizatioNal CUIIUIE .......c..oouieee ettt ettt s ee e 70

Finding 5: The Creation of a Safe Environment Infllenced Employee Conversation31

Finding 6: Engaged Leaders and Followers Influence®ecision-making.................... 73
Finding 7: Leader’s Involvement Improved Efficacy d Decisions..........c.cccccevvrvennenee. 76
Finding 8: The Situation (Tools, Routines, Structues) Enabled Leader Action on
ProCess IMPIrOVEIMENL........ooiiiiiiee ittt st ste e sire e sbe e sbeeesabeesabaesbaesnaebeess 78
Finding 9: A Shared Belief in the Schools TrainingMission Influenced the Mitigation
of Resistance and INraNSIGENCE........cooivireiieieieereseee et 79
Finding 10: A Focus on Strategy Supported Collect® ACtion..........ccccceveveverieveennene. 80
Finding 11: The Dean'’s Vision Influenced the Partigpation of Leaders and Followers
............................................................................................................................................... 83
SUIMIMIATY ..ttt e e e e e aat e et e e e e e et e e e et n e e e et e e e eaa e e e ennnanseeennnaanes 84
CHAPTER 5: INTERPRETATIONS, CONCLUSIONS, AND IMPLIC ATIONS.. 85
(@] 3 10d [0 1[0 o 86
CONCIUSION L. ettt sttt be bbb e s s bt beste s eneeneas 87
CONCIUSION 2.t ettt sttt be st st b et s beebeste s eneeneas 93
CONCIUSION 3. ettt b e sttt be bbb et e e bt e beste s eneeneas 97
Summary of INterpretations .........oooviiiiiiiiiiiiii e 101
Summary Of CONCIUSIONS.......ccciiiieiieiieeeeeeer e eere e e e e e e e e e e e e ee e 102



Implications for Theory Development..........ccoeriieeecreeeeeee e 103

Implications for FULUIE reSEAICH ........ccoci e 104
IMPLlICAtiONS fOr PraCLCe.......ccviieeeieciicecee ettt 106
(@] o Tod [0 [] g To [N =T 0 4 F= 14 S 107

REFERENQCES. ... oot e et e e e e a e e e e eeennnnees 109
APPEN D X A e e 121
APPENDIX B .o 123
APPENDIX € e ettt e e e e e e e e e et 124
APPENDIX D .o 125
APPENDIX E .o 126



List of Figures
__Page

Figure 1.1. Conceptual framework for distributeddership in higher education........ 14

Figure 5.1. New conceptual framework for distrémiteadership in higher education...99

Xi



List of Tables

Table 4.1. Demographics of leaders in study

Xii



CHAPTER 1: INTRODUCTION

In the early 1990s, Americans were questioningvdiee of higher education. In
1996, Guskin said that “There is growing agreentiegit colleges and universities are not
cost-effective, that our tuitions are too high, #mak academic institutions must therefore
restructure their operations, much as has happen&cherican society” (Guskin, 1996,

p. 27). Academic institutions needed to justifyithising costs, review their current
curriculum, and demonstrate that they were progditudents with skills that were
transferable to the workplace. Public spendindpigher education in the United States
declined by $7.76 billion between 1990 and 1993 r{(1995). This decline was
precipitated by the cutbacks during the Reagan @idtration in social programs and tax
cuts (Austin, Ahearn, & English, 1997).

Higher education was under pressure from divessstduencies to be more
productive and accountable for results (Guskin612thdholm, 2003; Munitz, 1995;
Rosser, Johnsrud, & Heck, 2003). A demographicaily intellectually changing
constituency and a growing divide between the daatrol systems of the academic and
administrative functions challenged colleges andarsities (Bensimon, Neumann, &
Birnbaum, 1989; Pamela & Kim, 2006; Raelin, 199Bhe academic side was struggling
to increase the concentration and diversity of kgand administrators, as they sought
greater academic freedom. The administrative fandtad a growing professional staff
which sought fiscal responsibilities that were ofte competition with the academic side
(Adams, 1998; Barr & Tagg, 1995; Dean, Lenoar, 8yK&002; McGovern, Foster, &

Ward, 2002).



At this time, the future of higher education wébaeing shaped by a decline of
institutional resources, changing demographicdtssim teaching to student-centered
learning, and technology (Eddy & VanDerLinden, 20B&mela & Kim, 2006).
Universities operated in complex, dynamic environtaen which traditional models of
leadership were not able to adapt (Uhl-Bien & MayiB008). The prevalent leadership
paradigm in academia was hierarchical, risk-aversggnomous, and collegial. The
inability to adapt quickly to the environment wagyeavated by an organizational
structure that supported inflexible behavior. Coomuding the problem was a
competitive marketplace in which for-profit educaual institutions were better able to
adapt quickly to environmental cues, such as tleel h@r curriculum focused on
developing career-ready skills (Raelin, 1995).

Higher education now faces an unprecedented pefiadcelerating change,
shifting public attitudes, reduced public suppqttestions about priorities, and national
demands for greater accountability (Wisniewski, 2O®ublic universities must now
model the business practices of the private sesfogre collaboration among
stakeholders is required for success (Bolton, 192jes, Hides, & Casey, 2001).

In 2006,the University of ABC Board of Visitors commissiaha report that
detailed how its decision-making model frustrate&hping, innovation, and
collaboration and enabled functional isolation.isTibolation impeded collaboration,
which was especially critical in a small institutioThe budget model did not support
efficiency of operations, which was also criticabaime when state funding, which had

declined in 20 years from 24% to 6%, was not rédalf-acing these conditions and the



increased competition from non-traditional provgléhe leaders of the School of
Continuing and Professional Studies (SCPS) reatizedheed for change.

Higher education must develop leaders who cangnfgeculty and staff in
change and transformational processes (Bass, Y9@@jewski, 2007). There is a need
for leadership practice that encourages interastaonong school leaders, followers, and
routines that are endemic in a university (Spil|l&@06; Spillane, Halverson, &
Diamond, 2004). The culture of academia (steepérhdition, collegiality, and
independence) resists changing governance metiaradapt effectively to the
complex, dynamic environment of the®Xdentury, universities need a new, visionary
leadership paradigm (M. Sashkin & Rosenbach, 1BB&Gashkin & Rosenbach, 1998).

The traditional models of leadership (trait, st@guational, contingency, and
path-goal) have not been influential in academiand@mon, et al., 1989; Northouse,
2004). There is a dearth of literature on the ¢otsflbetween professional and
administrative authority within higher educationdahere are unclear goals, the absence
of an explicit conceptual orientation, and an amltygof direction (Bensimon, et al.,
1989). University presidents and alumni are logaradition and directive behaviors.
Few university presidents have emphasized that&tmin of two-way communication or
the importance of social exchange (Simsek & LoL@&94). Public universities have
adopted a more facilitative style that is needeadapt to restructuring and the increasing
demands of the changing environment. Schools mithiversities are paying attention
to their leadership models as they work to idertidyriers to adaptation and
opportunities for innovation. It is unclear if $mew leadership focus is shared,

supported, or understood across all disciplinebiwithe university.



Public universities are restructuring their acaefmancial, and administrative
functions to decrease their dependency on statirfgrand to increase their ability to
respond to the demands of thé'2&ntury. According to Bensimon, Neumann, and
Birnbaum (1989):

A perception exists that higher education is exgmaing a “great leadership

crisis.” Calls for better, stronger, more visionand bolder leadership

intensified after the publication of several repdsy blue ribbon commissions,

whose running theme is “the decline of higher edand (p. iii)

The hallmark of visionary leadership and changlesconcentration on vision
and extraordinary performance (Bass, 1985) embadidte heroic leader. A counter
paradigm is distributed leadership, which conceesran leadership practice and rejects
the hero leader (Spillane, 2006). This study vaidus on the leadership of SCPS, the

implementation team and their followers’ views @hdlership after a two-year period in

which the school underwent restructuring.

Statement of the Problem

There was a dearth of literature on governandarge American research
institutions until the arrival of transformationalionary and distributed leadership
theories. Prior research focused on universitgigents from large public research
institutions and their preference for a symboliaditional, or directive style. The
presidents diminished the importance of two-way mumication, collaboration, and the
distributed definition of meaning (Bensimon, et &B89). Spillane (2006) suggests that
most accounts of leadership in higher educationdamn people, structures, functions,
routines, and roles, rather than leadership pract®pillane said that “They focus on the
‘what’ rather than the ‘how’ of leadership, shtwdaging how leadership gets done

through the ordinary, everyday practices involveteadership routines and functions”

4



(p- 5). Knowing how leaders do what they do is B8akto understanding the practice of
leadership.

Although there may be benefits to concentratingwtural and symbolic theories
because of compatibility with governance in largélf research institutions, these
constructs are largely absent in the literatureadership practices prevalent in higher
education must adhere to the dynamics and complekihe current environment. The
dynamic nature of that environment and the increpsompetition preclude institutions
from doing “business as usual.” Spillane (200&@)gasted that “From a distributed
perspective, it is the collective interactions agteraders, followers, and their situation
that are paramount” (p. 4).

Transactional leadership is the exchange of resvand promises of such rewards
for an employee’s effort and good performance (B&995). Avolio, Bass, and Jung
(1999, p. 460) believed that “transactional moadéleadership simply do not go far
enough in building the trust and developing theivadion to achieve the full potential of
one’s workforce” (p. 460). There is little empalaesearch that addresses the
association between practices, styles, or apprgacheadership and the effectiveness of
a department, school, or administration (Bryma®720The role of “hero” leaders in
generating and guiding transformations in acadestnicctures is not compatible with the
paradigm shifts needed to meet the future obligatm major institutions (Simsek &
Louis, 1994). Simsek & Louis (1994) describe acadagovernance as “organized
anarchies, which have a structure that is bestchenized as ‘loosely coupled’, leading
to decentralization of decision-making, leaderswiited impact, and localized

adaptation within sub-units, that make it diffictdt substantive change. Weick (1976)



believes that loose coupling connotes “...impermaegdissolvability, and tacitness all
of which are potentially crucial properties of tgiie’ that holds organizations together”
(p. 3).

Higher education is built on a history of traditsoand symbols that have not been
influenced by outside pressures or influences (2004). Traditionally, higher
education has been a catalyst for change in sosi#itya great deal of autonomy. There
is growing public acceptance that colleges andemities are not cost-effective, tuitions
are too high, and academic institutions must regire their operations to be more
responsive to the needs of stakeholders (GuskBg)1@dditionally, administrators
realize that a slower economy, an aging labor pogleater need for financial aid, and
shrinking budgets mean that they must do more legh (BLS, 2008-2018; Simsek &
Louis, 1994).

When universities find a strategic path that lsisgccess, there is reluctance to
change (Simsek & Louis, 1994). Many public univiesiin the United States began
receiving less state funding during the last 20 geén the last ten to fifteen years, public
universities’ state funding has decreased sigmiflggTandberg, 2010). To remain
competitive with peer institutions, universitieggha petitioning states to decouple their
functions from state oversight. Some of thesertffieesulted in the restructuring of
financial and human resources models that resembtkels of successful institutions
(Guskin & Marcy, 2003). The University of ABC waarpof a three-school consortium
that successfully petitioned the state and achievégbendence for its financial and

human resources functions.



Changes in leadership models are also requirednigski (2007) stated that
“...higher education must develop a cadre of acadéaiters who can engage the
institution and its faculty/staff in change anchgBrmation processes” (p. Dolleges
require leaders who are unafraid of change, haaz@olwver and desire to transform their
organizations, and are willing to share governarkresponsibility (Bensimon, et al.,
1989).

A postmodernist view of university structures ases that academic leaders must
create an atmosphere that emphasizes collaboratieaks down traditional hierarchies,
and allows local decision making. “Simple, strafighward rules of operation or
universalistic principles of leading are shown #itladequate in a world of complex ever
changing conditions “ (Kezar, Carducci, & ContrekdsGavin, 2006d, p. 40).

Although there is much discussion about the neettdnsformational leadership
in higher education, there is also the belief thaansformational behavioral approach is
not compatible with the culture, values, and orgational traditions of colleges and
universities (Bensimon, et al., 1989; Guskin & Mar2003). Research has demonstrated
that improving administrative effectiveness isidiift because the prescribed remedies
are unrelated to the ordinary organization and aondf administrative life (Dill, 1984).

In a study of leadership centered on the learnfraplbege presidents (McGovern, et al.,
2002), five themes emerged as issues facing callage universities: restructuring,
leadership and governance, technology and theefutine university as citizen, and
diversity. The study concluded that all leaderthmuniversity - the president and senior
leadership in both the academic and administratareps alike - will require a more

collaborative style (Bass, 1990; Bensimon, etl#l89; McGovern, et al., 2002).



A competing theory of leadership, distributed keatiip (Spillane, 2006),
hypothesizes that three elements are essentildddership in education:

e Leadership practice is the central and anchorimgem for improvements in
academic leadership.

e Leadership practice is generated in the interastadrieaders, followers, and their
situations; each element is essential for leadenstactice.

e The situation both defines leadership practiceiam#fined through leadership

practice. (p. 4)

By their very nature, universities operate in cgrenvironments due to the
dynamic behaviors of complex, interacting, interelggent, and adaptive agents under
conditions of internal and external pressure (UigirB& Marion, 2008). There appears to
be a synergy between distributed leadership focasqatactice and complexity
leadership focused on interactions, dynamics, aagtation (Spillane, 2006; Uhl-Bien &
Marion, 2008). According to Uhl-Bien and Marior0(@B), “Interacting agents change
because of the inter-influence relationships, adgpendent behaviors, and the emergence
of subsets of agents acting interdependently witghanother” (p. 5). These complex
interactions are unrecognizable as linear comlonatof the initial actors in the process.
Uhl-Bien & Marion said, “Complexity refers to a dymic process in which things
change and emerge over time” (p. 6). Change &yakaracteristic of complex
behavior, and adaption occurs at two levels: imtlial and aggregate:

Individual adaptation is ‘selfish’ they suggests mhature is related to local stimuli

and individual preferences and ...selfish actionsraxtt with, and adapt to, the

selfish actions of other individuals. The resutinteractive adaptations and
compromises simultaneously serve the locally pentinadaptive needs of the
individuals involved and create adaptive capabflitythe aggregate as a whole.

(Uhl-Bien & Marion, 2008, p. 6)

Nadler and Tushman (1990) make the case that “codiguous organization

change is an important determinant of organizadideption” (p. 77). It is folly for



universities to believe that by more efficientlyngsthe same organization systems and
processes, they can respond to environmental changee effectively. In addition to
the need for executive leadership, the inherentsitres of the university must allow for
rapid incremental and revolutionary change. Beyamderstanding the structure of the
university, executive leadership runs the riskledauring the types of behaviors that are
required for transformational change and survival.

Vision and charisma are simply not sufficient istain large-scale system change
(Nadler & Tushman, 1990). Nevertheless, visionaadership has a strong influence on
constructing culture, which helps define and ihshlared values and beliefs among
university members (M. Sashkin & Rosenbach, 1996).

The elements of organizational culture...concermtlest important and

fundamental issues faced by people in organizatidiese issues are:

adaptation, how people deal with external forcaestae need to change; goal
achievement, the nature of organizational goalw, they are defined, and their
importance; coordination, how people work togetbeget the job done; and the
strength of shared values and beliefs, that isléggee to which people in the
organization generally agree that these valuedehefs are important and

should guide their actions. (p. 15)

These elements of change do not happen by chamaelers must develop a
statement of purpose and mission that is undersig@Veryone in the organization.
This research will focus on a distributed leadgygi@rspective in a school of a large

public university. The focus is the practice aidership and the leaders’ influence on the

motivation, knowledge, affect, and practice of slsbool’s faculty and staff.



Purpose and Research Questions
The purpose of this study is to examine the nattichstributed leadership at the
University of ABC’s SCPS, as the School works smg&form itself through
reorganization. The study will examine the percest of key leaders and members of
the implementation team as they seek to undershanuinplementation of a more
participative approach to change within the Schddie primary question guiding this
study is "What is the nature of leadership withipaaticipative change effort in a higher
education setting as perceived by active particgpanthe effort?
The study will also address the assumption tretebkults of this research will
assist the school in answering the following questi
1. Have there been shifts in the way business is aptisined at the school?
2. How did you think about and approach decision-mglfier the
implementation?
3. What part did you play in the change?
4. What does it look like now?
5. Describe how you manage and lead your group today.
6. What drove transition?

7. Describe how decisions are made.

Potential Significance of the Study
There are some that believe that transformaticmahge is the cure for higher
education’s ills (Bensimon, et al., 1989). A reviefathe literature on administrative
behavior (Bensimon, et al., 1989; Dill, 1984) id&ées$ serious gaps in the study of

leadership in higher education. Dill (1984). Bemsn, et al (1989) concluded that
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studies of administrative behavior are seriousKcamt, especially in the human relation

skills that focus on administrative leadership.

What is missings an exploration of the practice of leadershipdistributed
leadership, which fails to capture how leaders iatwthey do. In a complex system or
organization, “...enabling leaders work to catalyzechanisms by creating conditions in
which those mechanisms can thrive” (Uhl-Bien & Maxi 2008, p. 11). In a complex,
changing environment, enabling leaders “... createsires, rules, interactions,
interdependencies, tension, and culture in whichptex mechanisms can thrive and
unanticipated outcomes can occur—and, they creatdhamisms that weed out poorly
adaptive outcomes” (p. 11). These leaders alsdecezavironments that allow the
organization to respond to devastating or adaptideges. Defining leadership on
evidence of outcomes alone will focus the discussio what is considered leadership in
organizations and “...efforts to study relationshyesween leadership and the effects of
leadership end up as a circular arguments (Spijl20@6, p. 9).” The study of distributed
leadership expands this narrow focus to acadenti@dministrative leadership

behaviors, and the practice of leadership.

Conceptual Framework
“Over the years, leadership has been studied gx&dy in various contexts and
theoretical foundations” (Horner, 1997, p. 270esBarch on leadership in the twentieth
century included the ‘great man’ paradigm. Leadigersvas determined by the internal
qualities or traits with which a person is borrheTleadership of the great men (and great
women) of history has usually been transformatiomal transactional. The key to

organizational transformation in the*2dentury will require leaders to assume different
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and varied responsibilities such as facilitatingaahing, collaborating, sharing power,
and managing relations outside the group (Horr@7 1Spillane, 2006).

It is essential for universities to cultivate aWard-looking culture, characterized
by agility and action, and to invest in the founoias of excellence. These include
libraries, digital teaching facilities, researchppcations, and faculty development. The
University of ABC strategy specified that the Umsiéy must develop new kinds of
knowledge and new disciplines and skills in ordecdntinue. Some suggest that
visionary and charismatic leadership is necessaeyaluate the status quo and identify
the deficiencies that hinder organizational sucdestuding followers’ unmet needs, in
order to transform the university of the*Xdentury (Bass, 1985; Bensimon, et al., 1989;
Burns, 1978; M. Sashkin & Rosenbach, 1996). Visipiheaders have the ability to
formulate and effectively articulate an inspiratibmision that is embraced by followers
and mitigates identified deficiencies. In additieisionary and charismatic leaders
achieve organizational goals by creating a motojategh-task performance workforce
committed to the organization (Conger, Kanungo, ssdciates, 1988).

In his 1978 study of political leadership, Burnsred the first set of factors
transforming leadership, while the factors at ttteeoend of the spectrum were defined
as transactional leadership. He believed thesesetof behaviors were mutually
exclusive and that transactional leadership isoatg¢brm artifact of the marketplace:

Up to this point, the theory coincides with thessla “exchange theory” of

sociology. But transactional theory, as | definenust lead to short-lived

relationships because sellers and buyers canneatrdpe identical exchange;

both must move on to new types and levels of geatibns. Most important, the
transactional gratification itself may be a supmatiand trivial one (p. 258).
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Bass (1985), whose work built on Burns’ researéfiched the two sets of
leadership factors—emotional and exchange—weressacgfor a leader to be
successful and achieve performance beyond expatsatiom his or her followers. Bass
called this transformational leadership. Basseveld that both sets of behaviors must be
present for a transformational leader to be mdetg¥e. Bass (1997) suggested that
“The transactional-transformational paradigm videeership as either a matter of
contingent reinforcement of followers by a trangawl leader or the moving of
followers beyond their self-interests for the g@ddhe group, organization, or society by
a transformational leader” (p. 130). As definedBags (1990) :

Superior leadership performance—transformatioradéeship—occurs when

leaders broaden and elevate the interests oféhgitoyees, when they generate

awareness and acceptance of the purposes and madsiee group, and when
they stir their employees to look beyond their aeif-interest for the good of the

group. (p. 21).

Spillane (2006) offers an alternate view of leatgy in education: “A distributed
leadership perspective moves beyond the Supernthiander Woman view of school
leadership” (p. 3). A distributed perspective isatdeadership practice, and the joint
interactions of school leaders, followers, andrth@mls and routines. Distributed
leadership can be viewed as shared leadershiph&tperspective fails to capture the
complexity of the practice of leadership, whicliuedamental to understanding
distributed leadership. Lord (2008) theorizes:

...that a critical feature of complex systems is thaly are characterized by

dynamic nonlinear interactions among their constityparts. This property has

two important implications: causality is often urteen and it is inappropriate to
study the isolated parts of these holistic systefps158)

Leadership from a distributed perspective eschberiero leader perspective

because of its focus on the individual and the @utes of his or her actions. Hero
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leadership assumes leadership only occurs wherauneasure the outcomes
leadership.From a distributed perspective, leadership occuissinfluence on othe
leaders and followensithout direct evidence of its outcom

The theoretical framework for this study is Spi#andistributed leadersh
theory and it§ocus on leadership pract. However, itis important to understand t
implications of Uhl Bien anMarion’s (2008)complexity leadership theory on t
structures and behaviors in univer settings, with its focus on:

...enabling leadersvork to catalyze mechanisms to creating conditianshich

those mechanisms can thi. This is a different sort of role for leadershiprtha

typically presented in the literature: enablingdiess allov things to occur ove

which they have relatively little direct cont. They create the structures, rul

interactions, interdependencies, tension, and rituwhich comple:

mechanisms can thrive and unanticipated outcomes@au—and, they creat
mechanisms that weed out poorly adaptive outcc(p. 11).
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Figure 1.1. ©nceptual framework for distributed leadershijhigher educatic.
Another taslof leaderswho practicalistributed leadership is fostering conditic

that allow the institution to respond, rapidly aftectively, to changes in tt

environment.Higher education is a complex system where “...beadrasicharacterize

by nonlinear, emergent change; interaction and interdeégecy; unpredictability
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autocatalytic behavior; and dynamic movement (Mark0D08).” Therefore, a critical
role of leadership in complex systems is to en#ideconditions in which complex

dynamics can emerge.

Summary of Methodology

This study used a qualitative research design agttiodological approach. The
particular tradition or strategy of inquiry (Crediy&994, 1998; Yin, 2009), a descriptive
case study, will investigate a contemporary phemamedistributed leadership, by
exploring the perceptions of leaders and the implaation team as they undergo a
leadership paradigm shift that requires a mordqjpative approach. The study will also
explore how these academic leaders adapted tonghaoiver in this new change effort
(Yin, 2009). The study will examine the perceptiofghange for administrative and
faculty leaders as they sought to make sense datimehing of a more participative
approach to change efforts.

The University of ABC is a Tier 1 public researahiversity in which the state
budgeting process has had a significant impactpemations, and recent restructuring.
The descriptive case study method is appropriateefoning how the new leadership
structure of SCPS is influencing the decision-mgkproblem-solving, motivation,
knowledge generation, affect, practice of tools emdines, and the schools adaptation to
the rapid changes in the delivery of adult learniritlin the competitive higher
education environment. The method was also chibseause of the relevance of the
model to exploring the extensive and in-depth Khaescription of leadership practice in
higher education (Merriam, 2009). Lastly, the cstsely method is the relevant method

of choice for research which seeks to answer hawdry questions that focus on
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contemporary phenomena without the need to cohé&leavioral events (Merriam, 2009;
Yin, 2009).

Eight informants were selected for this purpos@mgle. According to Fraenkel,
Wallen and Hyun (2012), the researcher uses Heojudgment to select a sample that
they believe, based on prior information, will pide the data they need from a limited
pool of candidates that fit the following criteria:

1. They had three or more years with the school ustiety.
2. They functioned in a role beyond classroom instomct
3. They were administrators that have someone regpitithem.

4. They were selected from a cross-representatiodmirastrative functions.

After participants were identified and selectéw tesearcher used a structured
interview process (Fraenkel, Wallen, & Hyun, 2012)he transcripts of the dialogs were
coded according to a set of categories or themes tasrecord the frequency of a person
or group’s behavior. The themes were analyzedustering, which involves forming
clusters or groups of similar themes as a way gamze and label code descriptive data
(Boyatzis, 1998). The structured interviews wedrded. The intention was to elicit
each person’s understanding of the practice ofdiesdnibp, how they adapted to sharing
power in this new change effort, and its influenoethe motivation, knowledge
generation, affect, and practice of tools and rmgiof these academic leaders. An
interview was complete when each person had pregentomprehensible understanding
of the three structured questions, their perceptairthe change, and a clear picture of

the influence of leadership practice in the schowler study.
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A variation of Miles and Huberman'’s (1994) taaifmoting patterns and themes
was central to the data analysis effort for thiglgt The aim was to uncover what the
respondent sees as the issues that led to a nderség paradigm and how leadership

practice influenced behavior change and adaptidhg@nvironment.

Limitations

The research was conducted at a university undeygestructuring, which may
limit the robustness of results and the depth gtiiry due to time constraints and
competing initiatives. The second limitation oé thtudy is the research was conducted
with a limited number of senior leaders whose pectpes may be significantly different
from those not included in the study. The thirditation is the timeframe of this study,
which took place during the largest downturn oféksenomy since the Great Depression.
This may have adversely influenced leaders andv@ts perceptions.

The fourth limitation is the presence of a newspent at the University of ABC.
This may have exerted some unknown influence omefgonses of the informants. The
fifth limitation is the candor of the informant®sponses that might have been influenced
by their concern about being judged adversely agdive standards in place today at the
University. The sixth limitation is the candidnedghe informant’s responses with an
outside researcher, which may have caused infosnargroject a halo effect, a
cognitive bias towards an outsider, in order tontan a perception of a positive stature
for the university.

The seventh limitation is the central, top-downgmance of the University of
ABC, which may not have been strong enough to pateethe loosely coupled structure

of the institution.
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An eighth limitation is the case study method ltssare limited to describing the
phenomenon, distributed leadership, rather thadigireg future behavior.

The ninth limitation of the study is only formaldders were interviewed for the
study, which may obscure important features ofithisted leadership.

A limitation of the case study method also inwsvssues of reliability, validity,
and generalizability, or the lack of representatess in the collection, construction, and
analysis of the empirical materials that gave tasthis study. The lack of rigor is linked
to the problem of bias introduced by the subjettiof the researcher and others involved

in the case.

18



Definition of Key Terms

Distributed leadershijis a leadership perspective that focuses on |elaigers
practice; a product of the joint interactions afders, followers, and aspects of their
situation such as tools and routines (Spillane 6200

Complexityis the study of changing behaviors (Uhl-Bien & Mar 2008).

Complexity leadershigescribes enabling leaders that work to catalyze
mechanisms by creating conditions in which mectmasisan thrive; they allow things to
occur over which they have relatively little direcintrol. They create the structures,
rules, interactions, interdependencies, tensiod caifture in which complex mechanisms
can thrive and unanticipated outcomes can occablery leaders foster conditions that
allow the system to respond effectively and raptdlgatastrophic or opportunistic
changes (Uhl-Bien & Marion, 2008).

Complex adaptive systemsscribes agents that interact or change becduse o
inter-influence relationships, interdependent béray and the emergence of subsets of
agents acting interdependently with one anothdgramic process in which things
change and emerge over time; and adapt or stratbgimges that adjust individual or
systemic responses to pressures. The resultiagastive adaptations and compromises
simultaneously serve the locally pertinent, adagptieeds of the individuals involved and
create adaptive capability for the aggregate ab@enMarion, 2008)

Incremental changes change that only affects selected componentseof
organization; the fundamental aim is to enhancestfextiveness of the organization
within the general framework of the strategy, motlerganizing, and values that already

are in place (Nadler & Tushman, 1990).
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Visionary/Charismatic leadershiefers to a leader with a special quality that
enables the leader to mobilize and sustain actitlyin an organization through specific
personal actions combined with the perceived palsdraracteristics of the following:

¢ Envisioning—articulating a compelling vision, segihigh expectations, and
modeling consistent behaviors

¢ Energizing—demonstrating personal excitement, esging personal confidence,
and seeking, finding, and using success

¢ Enabling—expressing personal support, empathiznd,expressing confidence

in people (Conger & Kanungo, 1998).

Restructurings described as a partnership and shared respldapdibtween
faculty and administrators in which universities amore responsive to students and
societal needs while maintaining the commitmeradademic freedom and the
unencumbered pursuit of knowledge (Guskin, 1996).

Transformational leadershiig characterized as a set of behaviors by a leader
articulates a vision of the future that can be sttavith peers and subordinates,
intellectually stimulates subordinates, pays higardion to individual differences among
people, and results in individual performance belyexpectations (Bass, 1985; Burns,
1978; Lowe, Kroeck, & Sivasubramaniam, 1996). Tkgl@ation of transformational
leadership encompasses two areas of emphasisntiteral leadership factors, and the
exchange leadership factors, also known as transatteadership.

Transactional leadershifs characterized as a set of leader behaviorseather
exchange of rewards are contingent upon displayd#sired set of behaviors and

outcomes (Lowe, et al., 1996).
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Organization of the Dissertation
This chapter has provided a problem statementarelsejuestion, statement of
potential significance, conceptual framework, sumnud the methodology, and
definition of key terms regarding the nature ostsiudy. Chapter 2 reviews relevant
literature and provides an argument for studyiregrthture of leadership in a higher
education setting within a participative chang®®fas perceived by active participants
in the effort. Chapter 3 reviews the methodologg eesearch design and analysis to be

used in the study.
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CHAPTER 2: LITERATURE REVIEW

This chapter explores the key bodies of literatuta for understanding the
phenomenon of this study, the nature of leaderashmiglst a participative change effort at
the University of ABC’s School of Continuing andoRessional Studies as perceived by
active participants in the effort. A key questisnWhat was the nature of power sharing
within this change effort? A focused review of thistorical transition of leadership
theory highlights the evolution of leadership cqutseand research since 1943. A
description of the methods of review, sources atdlzhses, and key words used in the
search process are included. A conceptual framlewas derived from a review and
critique of the scholarly literature on distributeddership and culture change, as
applicable to higher education.

This review includes distributed leadership, adtchange, structure,
transformational, and transactional leadershipditee within higher education and
organizational literature. Books, articles, anskdrtations were accessed through the
following databases and sources: ERIC, dissertatimtracts, UMI's journal and article
service, and general Internet searches. Workaded in the review explicitly identified
the topic of distributed leadership, complex-adaptystems, change theory and
transformational learning, or explored a closelgtexl concept. The literature searches
included seminal works in leadership theory, dstred leadership, culture change

theory, and structure within higher education.
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Leadership

Among social scientists researching leadershigesine 1920s, few have agreed
on a definition for the term or the theoreticalrsiigance of leadership processes (Katz &
Kahn, 2003; Meindl, Ehrlich, & Dukerich, 1985). kaand Kahn (2003) discovered that
“leadership appears in social science literatutl iree main meanings: as the attribute
of a position, as the characteristic of a persod,as a category of behavior” (p. 527).
This focus of this study is leadership behavior prattice, and not on a single definition
of leadership, the attributional style of a positior the characteristic of a person.

The study of leadership began in the early 193, tve majority of studies
focused on the relationship between leader andvielt (House & Aditya, 1997).
Leadership theory prior to 1945 had concentratedientifying the traits, behaviors, and
personality patterns that differentiated leadesaifnon-leaders—the “great man theory”
(Fiedler, 1996; Hollander & Offermann, 1990). Tdreat man theory suggested that
leaders were born with universal characteristies thade them leaders (Hollander &
Offermann, 1990). Missing from this analysis wag eonsideration of the leader’s
situation, the subordinates he or she led, ordhddr’s effectiveness. Subsequent
advances in leadership theory—power and influetnaasformational; complexity and
chaos; cognitive, cultural and symbolic; teams eatational—failed to remove
ambiguity from the term (Fiedler, 1996; Kezar, Garcl, & Contreras-McGavin, 20064,
Pfeffer, 1977). Pfeffer (1977) pointed out that:

Three problems with emphasis on leadership as eepbrcan be posed: (a)

ambiguity in definition and measurement of the @mtdtself; (b) the question of

whether leadership has discernible effects on azgéonal outcomes; and (c) the

selection process in succession to leadershipiposjtwhich frequently uses
organizationally irrelevant criteria and which hagplications for normative
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theories of leadership. The argument here isl@aatership is of interest
primarily as a phenomenological construct. (p.)104

Spillane (2006) found the heroics of leaders ascad of study problematic for
four primary reasons. First, heroic epics typicatyuate school leadership with school
principals and their valiant actions. Second, nagsbunts of school leadership pay scant
attention to the practioaf leadership. Third, when leadership practiceoissidered, it is
depicted in terms of the actions, great or othexywi$ one or more leaders.
Concentrating on individual actions fails to captthie significance of interactions.
Fourth, in the heroic leadership tradition, “leadep is defined chiefly in terms of its
outcome” (p. 4). This is problematic because lestidp can occur without evidence of
its outcome.

This study is not concerned with a specific défam of leadership or the
selection process for leadership positions. Inktdee study explores the influence of
leadership on organizational performance. Theegnpirical evidence that leadership,
and especially leadership style, has an influemcsutordinate performance and
attitudes, which affect organizational performararg] in turn, serve as a measure of
leadership effectiveness (Greene, 1975; Sosik,i8yv& Kahai, 1997). Bandura (1986)
suggested that persuasive comments from influentialiduals, such as leaders, can
enhance beliefs regarding one’s ability to suceglygperform a task. In addition, a
leaders’ style can positively affect a groups gitkr{a group’s collective belief that it can

be effective) and effectiveness (Sosik, et al.,7199
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Manager vs. Leader

A distinction between leaders and managers is itapbto consider because the
terms are often used interchangeably. Though cemmgtary, leaders and managers
typically possess a different conception of wotklanagers tend to view work as an
enabling process involving some combination of peapd ideas interacting to establish
strategies and make decisions....calculating theaste in opposition, staging and timing
the surfacing of controversial issues, and redutgngions....they negotiate and
bargain...use rewards and punishments, and othesfofrmoercion.”. (Zaleznik, 1977,
p. 71). Leadership, on the other hand, is abouihgopith change (Kotter, 1990or the
purposes of this study, leaders and managers hawaame objective - coping with

change.

Leadership in Higher Education
In concept and practice, leadership in higher atioc has undergone a
paradigmatic shift in the last 20 years (Riera,@08ezar et al. (Kezar, et al., 2006a)
state:
Leadership has moved from being leader centerddjidtuwalistic, hierarchical,
focused on universal characteristics, and emplmags@ower over followers to a
new vision in which leadership is process centeceliiective, context bound,
non-hierarchical, and focused on mutual power afidence. (p. ix)
Similar to Bensimon et al. (1989), the authorshef ¢urrent edition of thigher
Education Reporacknowledge today’s ongoing crisis of leadershmgollege campuses
across the nation. Previously, leadership was défin the context of the college’s

president or chief executive officer. Today, leati is viewed through the lens of

leaders throughout the organization—deans, depattomairs, and directors—and the
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organizational and administrative structures ofnatitution as one interconnected,
interdependent sub-organization (Kezar, et al.62p0

As far back as 1979, there was research that neoedythe loss of resources in
higher education from declining budgets, loosecttmes, and failure to adapt to
contemporary issues in the environment, and theehing effect of these changes on
organizational goals (Rubin, 1979). Loose striegilare defined as failure of a change
in one sector of the university to effect changanother sector of the university (Rubin,
1979; Weick, 1976). This is especially true whemparing the academic sector with the
administrative sector of the university. There basn a longstanding chasm between the
academic and administrative functions of the ursNgibecause the academic side
focuses on autonomy, while the administrative sagdeises on fiscal responsibility
(Bensimon, et al., 1989). For the university toelage rapid change, leaders need to be
able to see and understand organizational andemagntal events from several
perspectives, which requires collaboration acrossmines (Bartunek, Gordon, &
Weathersby, 1983). There is concern that stratdwage will not be enough to disrupt
the inertia in higher education, because systetmange requires real rather than abstract
crisis conditions (Pettigrew, 1987).

There are few empirical studies on administratigkavior in higher education
since most research focused on the academic oegmmf colleges and universities
(Dill, 1984). Dill (1984) believed this was the wdtsof “...a persistent difficulty with
attempts to improve administrative effectiveness been that efforts in that direction are
often unrelated to the ordinary organization anadeet of administrative life” (p. 70). A

contributing factor to the academic - administratdrvide is that the growth, size, and
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increased specialization of today’s universities fesulted in the need to improve the
professionalism of administrators, which has furtleenated administrators from the
rest of university life (Dill, 1982, 1984). It happeared that two distinct and separate

cultures exist on campus.

Transformational Leadership

Bass (1985) operationalized Burns’ (1978) modétarisformational and
transactional leadership with development of theQMMultifactor Leadership
Questionnaire). The instrument measures the presdrfour emotional factors—
charisma, individualized consideration, intelle¢tamulation, and inspiration—and two
exchange factors—contingent reward, managemenkbgption (passive), and
management-by-exception (active)—which when conthinesults in follower
performance that goes beyond expectations (Kirayadise, & King, 1992). Sashkin
(1988) found that visionary leaders express thisious through effective
communication, are consistent in their actionsugp®rt their visions, show respect for
others and value their input, and act to creakes tisat others can support and achieve.
These leaders are often perceived at charismaticgé€r, et al., 1988).

Two main constructs emerged from the review: (dngactional leadership and
(2) transformational leadership. Exploration offbtsansactional and transformational
leadership involves many topics critical to thecdssion of both constructs: the
emotional factors—charisma, inspirational leadgrsimdividualized consideration,
intellectual stimulation—and the exchange factorsntingent reward, management-by-
exception (passive), management-by-exception @gthegative feedback, and

contingent aversive reinforcement. Bass (19970adisred that “The transactional-
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transformational paradigm views leadership as edhmatter of contingent
reinforcement of followers by a transactional leantethe moving of followers beyond
their self-interests for the good of the group,amrigation, or society by a
transformational leader” (p. 130). Bass (1990)mkdi transformational leadership as:
Superior leadership performance—transformatioredéeship—occurs when
leaders broaden and elevate the interests oféhgitoyees, when they generate

awareness and acceptance of the purposes and mudsiee group, and when
they stir their employees to look beyond their aeif-interest for the good of the

group. (p.21).

Transformational leadership involves three arédsaus: the emotional
component, individualizing and intellectualizingydatransactional leadership. The
emotional component includes charisma and inspmatileadership; the individualizing
and intellectualizing component includes individeedl consideration, and intellectual
stimulation; and the transactional leadership camepoincludes contingent reward and
management-by-exception. The research is biaseards the universal because no
society has been found where leadership is coniplatsent. Leadership is affected by
the organization and culture in which it appeakscording to Kouzes and Posner (2002)
knowing that knowledge work will dominate the*2dentury, leadership will need to be
“...more envisioning, enabling, and empowering (pl)1all of which are more central
to transformational leadership. The transformatitesder is more socially oriented and
engages in the moral uplift of his or her followe&hen combined with the
transactional paradigm, the behaviors can beregfins, groups, and whole organizations
(Bass, 1997). Bass concluded that “People jockepdsitions in a transactional group,

whereas they share common goals in a transfornatgyoup” (p. 131).
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It has been suggested that the opportunitiesdastormational change lie mainly
at the higher levels of the organization (Bass5)98&ith “such leaders moving followers
toward a greater concern for their own relatedaessgrowth....The transformational
leader can move those influenced to transcend ohairself-interest for the good of the
group, organization, or country” (p. 15). The tapach, hierarchical structure of
institutions of higher education do not lend thelwms®to this form of leadership, which
is counterintuitive to managing a complex systexwhsas the university, as viewed
through a postmodern lens (Kezar, et al., 2006d).

To manage the decentralized, complex structurbeotihiversity, with all the
external challenges, technology advances, effégbbalization, and duel
governance—leaders must be skilled at creating@mvients of collaboration, flexibility
and adaptability of structures and processes,giyaation, and autonomy (Bass & Avolio,
1990). These characteristics mirror many of thebatttes of transformational leadership.
The expectation of transformational change at theeusity will require leaders who
display the emotional characteristics of transfdromal leaders through expanding the
portfolio of needs of the follower; and elevatimg follower’s needs to a higher level in
Maslow’s hierarchy. In turn, as the value of tbk#dwers’ designated outcomes are
elevated, they experience heightened motivatiattin the designated outcome and
achieve performance beyond expectations (Bass,, 18886r & Bass, 1988).

A critical attribute of transformational leadessthe articulation and modeling of
their personal values and beliefs (Kuhnert & LeWi&37). Kuhnert & Lewis (1987)
suggested that “... transformational leadership edexwith the human development

stage of being able to view reality in terms ofplgédneld personal values” (p. 382).
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Transformational leaders are able to influencerstba the basis of these values (Lowe,
et al., 1996; Waldman, Bass, & Einstein, 1990)praer to develop leaders that emulates
these critical characteristics, the university nflesirn how to develop in managers the
sensitivity and interpersonal competence requioedhfem to function as
transformational leaders” (Bass, 1985, p. 32). Aditwy to Burns (1978), “one of the
most universal cravings of our time is a hungercfampelling and creative leadership”
(p- 1). The cascading influence of transformatideatlership behaviors on the behaviors
of lower-level leaders may satisfy the cravings handger of followers (Bass, Waldman,
Avolio, & Bebb, 1987).

The pace of change being experienced by institatad higher education today
requires leaders to be more adaptive and flexiBlecording to Bass, Jung, Avolio, &
Berson (2003), “Adaptive leaders work more effeslivin rapidly changing
environments by helping to make sense of the ahgdle confronted by both leaders and
followers and then appropriately responding to ¢haisallenges” (p. 207). Adaptive
leaders work with their followers to develop creatsolutions to complex problems.

This is a sign of leader effectiveness. Bennisidadus (1985) identified four strategies
for leader effectiveness—attention through visimeaning through communication, trust
through positioning, and the deployment of selbtlyh positive self-regard, and the
Wallenda factor—and suggested that these strategiebe “learned by anyone, taught
to everyone, denied to no one” (p. 27). The intatidun of descriptors such as
charismatic, visionary, inspirational, values-otezh and change-oriented were labeled

as the new leadership, which included transformatiteadership (Bass & Bass, 2008).
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Bass’s 1985 conceptualization of transformatioaatership with four emotional
factors—charisma, inspirational, intellectual stiation, individualized consideration—
and three exchange factors—contingent reward, neanegt-by-exception, laissez-faire
(sometimes considered non-leadership)—was an egteatthe Burns’ work (Avolio, et
al., 1999). Burns believed that the best of leatigrngally display both transformational
and transactional leadership behaviors. The tctiosel models of leadership do not
build an environment of trust and develop the naiton to achieve the full potential of
the workforce. In an assessment of Bass’ (198b63&gptualization of transformational
and transactional leadership, Bycio, Hackett, &&Al(1995) suggested:

Those leaders who identified the needs of folloveerd exchanged rewards for

appropriate levels of effort and performance weesved as transactional. In

contrast, transformational leadership was seencasngn beyond transactions to
increase the level of followers’ awareness for gdloutcomes by expanding and

elevating their needs and encouraging them to ¢eatstheir self-interests. (p.

468)

Transformational leadership raises the followegskl of consciousness about the
importance and value of designated outcomes and ofayaching them. Bass (1985)
suggested that transformational leaders are miely lio emerge in times of growth,

change, and crisis. He also suggested that tranatmnal leaders must work harder in

bureaucratic organizations to push for change amlavements (Bass & Avolio, 1990).

Organizational Culture
The concept of organizational culture has gain&tk\ecceptance as a way to
understand human systems. Schein (1997) defineseas:
A pattern of shared basic assumptions, that thepgi@arned as it solved its
problems of external adaptation and internal irgegn that has worked well
enough to be considered valid and therefore, tiabght to new members as the

correct way to perceive, think, and feel in relatio those problems. (pp. 373-
374)
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The culture of the organization develops throughitifluence of its leaders while the
culture also affects the development of its leddprsBass & Avolio (1994) suggest that:

Transactional leaders work within their organizasibcultures following existing

rules, procedures, and norms; transformationaklesachange their culture by

first understanding it and then realigning the orgation’s culture with a new

vision and a revision of its shared assumptionsies and norms. (p. 542)

The public, state legislatures, businesses, dmer gtakeholders began insisting
on accountability from the all major universitiesdaespecially state institutions of higher
education. It was believed they should adopt prestthat have made businesses
successful over the years such as strategic plgntinat espoused values and forecasted
future direction (Chaffee, 1985). Many institutiasfshigher education rejected business
models in order to maintain the core values of lygality specialized research, academic
freedom, collegial decision making, and the separaif powers between academic and
non-academic decisions (Dill, 1984). Chaffee (198%)gested that the transferring of
business practices to higher education was a tosighjgct:

Even when a particular system appeals to highecadtun administrators, they

are likely to treat it with immediate disfavor ifd suggestion comes from trustees

or legislators. On the other hand, if they hapjoepick a business system on
their own, they may just as readily commit themsslto its usage with an equal,

if opposite, zeal. In either case, intuition Il to outweigh logic. (p. 133)

A higher education institution that adopts a nestesy will discover changes in
its management practices. Adopting business giegteesults in administrators
becoming more rational in their decision-makindie Tocus on higher education and the
adoption of business practices are a natural oexoerof rapid economic, social, and

organizational change, and a catalyst for the grgwiterest in the subject of leadership

in higher education (Pettigrew, 1987).
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According to Bensimon et al. (1989), the inabibifythe administrative and
academic functions of the university to begin plagmationally and collaboratively was
a result of poor leadership skills, and what wescdbed as a crisis in leadership. There
were calls for leaders with vision and the abilaylead the factions towards greater
academic and administrative cohesiveness (Bensifr88Y,; Sashkin, 1988). Sashkin
(1988) believed that “visionary leaders build ititeir visions the value of control over
the organization’s destiny and over critical fastor its environment” (p. 242). There are
many calls for leaders with strategic vision tha transform the institution to meet the
changing environment of the 2tentury. Due to the complexity of academic
organizations, leadership effectiveness will orgyrbalized when collaboration exists
among the academic and administrative leadeiseoinstitution (Bensimon, 1987).
Much of the higher education literature suggesas ithwill take a transformational,
extraordinary leader to alter the present staneironmental influences on universities
(Kirby, et al., 1992). Burns (1978) conceptualir&d factors to differentiate ordinary
from extraordinary leadership. Transactional (ocady) leadership is based on an
exchange relationship in which follower compliamcexchanged for expected rewards.

Transformational leadership is development oriefded¢hange.

Conceptual Framework
“Over the years, leadership has been studied gx&dy in various contexts and
theoretical foundations” (Horner, 1997, p. 270)e®tudy of leadership in the twentieth
century focused initially on the great man paradigmeadership was explained by the
internal qualities or natural traits of a persémhe leadership of the great men (and great

women) of history has usually been transformatiomatl transactional. These leaders
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have influenced their contemporaries in two walgsough their own personalities and
through the ideas for which they stand” (Bass, 19826). Horner (1997) suggested
that the research of the early twentieth centucyded on traits that differentiated leaders
from followers. Thus, successful leaders could$sessed and placed in positions of
leadership. A second avenue of inquiry assessebdhaviors of successful leaders. A
third approach incorporated the situational contéXxéadership. Subsequently, a
broader view of the leadership phenomenon emergbdaocus on the organization’s
culture (Schein, 1997).

With motivational theories as support, additioteddries of transactional versus
transformational leadership emerged (Horner, 199ince the concept of the typical
worker (a white male with a high school educatiarking in manufacturing) was
rapidly changing (Hogan, Curphy, & Hogan, 19945@0), a new theory of leadership
was needed. The key to organizational transformatighe twenty-first century is the
development of leaders who can facilitate, coadmage relations outside the group,
and collaborate, (Horner, 1997; Spillane, 2006).

Distributed Leadership

Bass and Bass (2008) define leadership as “tleeaiction between two or more
members of a group that often involves a structuonrestructuring of the situation and
the perceptions and expectations of the memberd'p It is their belief that leaders are
agents of change whose acts affect other people than other people’s acts affect
them. Spillane (2006) finds this definition prabiatic because it defines leadership in
terms of its positive effects or outcomes. He lveleethat questions of effectiveness and

direction must be separated from leadership itself:
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Leadership refers to activities tied to the coreknaf the organization that are
designed by organizational members to influencertbévation, knowledge,
affect, or practices of other organizational memlmgrthat are understood by
organizational members as intended to influenci thetivation, knowledge,
affect, or practices. Influence relationships #a&t not tied to the core work of
the organization...would not count as leadershifis definition. Not all
influence needs to be tied to the core work ofdtganization. The term
leadership is reserved either for activities tithhenistrators and teachers design
to influence others or for activities that admirasbrs, teachers, or student
understand as influencing them, all in the serwicéhe organization’s core work.

(pp- 12-13)

Gressick & Derry’s (2010) definition of distributéehdership mirrors that of
Spillane and in a study to examine emergent leagens small online collaborative-
learning groups of math and science teachers fthatdleadership was a social process,
with all members of all groups taking some patthieir group’s leadership (p. 260).
Ultimately, the effectiveness of the school angitsitive effects on students and faculty

alike will determine the success of school leadershhigher education.

The Leader-Plus Aspect

A distributed perspective on leadership suggéstsieadership does not reside in
the offices of the formal leaders in the organ@atias previous definitions of leadership
suggest. A distributed view of leadership recogsithat leading schools in higher
education require many leaders. A distributeddestiip perspective acknowledges and
incorporates the work of all the individuals whayh part in the practice of leadership
(Spillane, 2006).
The Leadership Practice Aspect

The distributed leadership model goes beyondeheddr-plus approach to
leadership. As suggested by Spillane (2006) “.ogukes attention on leadership

practice, not just on leadership roles and funstiamd those who take responsibility for
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them. Leadership practice that takes shape imtaeaction of leaders, followers, and

their situation is central” (Spillane, 2006, p. 1@e critical issue is the distribution of

leadership, which recognizes followers as an esdesdéement in the mutual practice of
leadership. Routines and tools, which are aspédtee situation, work in concert with

the interaction of leaders.

Kirby et al. (1992) suggested that it would takeaasformational or
extraordinary leader to alter the present staenefronmental influences on universities.
In a comparison of transformational leadership wligtributed leadership, Spillane
(2006) suggests:

...a distributed perspective on leadership does natgge a transformational

perspective over a transactional one; from a tisted perspective, leadership

can be either transformational or transactionadisiributed perspective on
leadership is agnostic on the mechanisms of soflabnce used in leadership
practice. Second, a distributed perspective oteliestnip puts leadership practice
on center stage rather than the chief executitbeoprincipal; it allows for
others—for instance, administrators or teacherskegplayers in leadership

practice either by design or by default. (pp. 24-25

In a distributed perspective, four questions tleichto be considered are: 1) Who
takes responsibility for the leadership work? PwHare these responsibilities arranged?
3) How do these arrangements happen? and 4) Homddaduals get constructed as
influential leadership? This study will focus dretinteractions that take place in a
complex-adaptive environment and how structurauerites the ability of actors to take
action in rapidly changing conditions (Uhl-Bien &a¥on, 2008). Spillane (2006)
suggests that there are three leadership resplitysibiangements in school settings:

1. Division of labor—Ileaders in different positionsrfmem various leadership

functions with considerable overlap among positieasneat division of labor as

it pertains to leadership is not standard operaginogedure in higher education.
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2. Co-performance—two or more leaders performing ddeship function or
routine in a collaborated fashion—with evidence@fperformance for various
leadership routines.

3. Parallel performance—Ileaders work in parallel teare the same leadership
functions or routine—they sometimes duplicate ezttler’'s work.

In a discussion of distributed leadership theory eesearch in organizations,
Bolden (2011) offers a strong cautionary warning,
...while leadership may be ‘distributed’, power ofiemot. The notion of DL
may be invoked by senior managers to encouragegengant and participation in
organizational activities while masking substantabalances in access to
resources and sources of power. (p.260)
Lumby (2013) believes that if the focus of distitilileadership is the interaction
between people and not the individual:
Then “the individual leader logically has no ontgittal status, no discrete
personality, no attributes.” This form of distrikdtleadership takes the notion of
a ‘disembodied worker’ to an extreme. Issues dugion and exclusion are not
confronted because they are erased from thinKiitggy are written out of the
cognitive script. Prescriptions for distributeddership go further still and
actively construct a world of apparent opennesspatential equality to which
enthusiastic proponents subscribe. Distributeddesddp mobilizes bias towards
perceiving equality. (p. 591)
The structural composition of schools in highereadion and the complexity of their
environments require a discussion on the actioretairs and how they create the type of
atmospheres that promote collaboration in a thest@utions. To be successful and
achieve the impact that is promised, distributediézship needs to recognize the political
nature of leadership within organizations and thbalances in the distribution of power

and influence (Gressick & Derry, 2010). The avddadvidence highlights the potential

for distributed leadership to make a differencerganizational change and
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improvements. School leaders “will need to builiigh degree of reciprocal trust to
negotiate successfully the fault lines of formadl amformal leadership practice (Harris,

2012).

Complexity Leadership

Leadership activities can influence the individaatl interpersonal structures that
emerge in organizations, especially “in complexays in which many structures and
processes emerge spontaneously from the locahetien of individuals (or unit)” (Lord,
2008, p. 156). Lord suggested that:

Indeed, in many dynamic situations, top-level leadee too isolated from critical

environments (e.g., political processes, changgfigious values, etc.) to be able

to construct appropriate visions. Consequently viddue of transformational
leadership is limited. Similarly, in many situatg) leaders may not have the
ability to monitor subordinates, or they may lacktrol over important rewards.

These constraints may limit the appropriatenessofactional leadership. Other

forms of leadership based on legitimate authomiy the respect for rules and

traditions that characterize bureaucratic orgaimnatmay be inappropriate in

complex and dynamic environments. (p. 157)

A critical feature of complex systems is they aamgegorized by dynamic, nonlinear
interactions among their integral parts that mak#fficult to determine causality and
make it inappropriate to study its isolated padsl{Bien & Marion, 2008).

Rules, language, cultural values, norms, andioglstips among the actors in a
complex adaptive system have a profound effectemimstbn-making and the nature of its
outcomes (Barley & Tolbert, 1997; Schwandt, 2008¢hwandt (2008) proposes the
term social structuring to describe leadership s that go beyond the hero or single-
person role that has been traditional in leaderstugdies:

If we are to take full advantage of the convergesfamulti-disciplinary thought

and further our understanding of the nature of dempocial change we must
pursue paths of inquiry that challenge the singtai$ of the person-role, or
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leadership types, and broaden our perspectiveshode a more distributed
concept of human structuring interactions. (p.)103

This study of distributed leadership in higher @ation will refute the notion of
leadership action in the singular frame and comaémbn the rules, routines, norms and
cultural values shared by the collective to identife practice of leadership in this highly
complex environment (Barley & Tolbert, 1997; Schd&r2008; Spillane, 2006). It is
important to understand how collective leaderstapavior, or social structuring, will
foster an atmosphere of flexibility and adaptaiiothe higher education environment.

Key Findings from the Literature

Bensimon et al. (1989), in a report on higher atioa leadership, had identified
the perception of a great leadership crisis. Thexe a call for better, stronger, more
visionary, and bold leadership in our public angige institutions of higher learning.
Bass (1985), building on the work of Burns, idaatiffour emotional characteristics of
transformational leaders—charisma, inspiratiorgliattual stimulation, individualized
consideration—that are important for leader effegtess, and in turn, organizational
success.

Distributed leadership and cultural change thelmscribe the individual and
aggregate behaviors of leaders, followers, and #iiations as they interact in dynamic
ways. These dynamic behaviors determine the sireithat is created, the actions taken
when internal and external events present themsedwel the ways the organization
adapts to survive in its environment. The intecacof these various elements within the

organization determines the success or failuregdmzational outcomes.
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This case study reflected Spillane’s distribuesatlership theory and its focus on
leadership practice, and to a lesser degree, Ssl{&BB7) organizational culture theory
and Uhl Bien and Marion’s (2008) complexity leadigpstheory, with its focus on:

...enabling leaders work to catalyze mechanismseaticrg conditions in which

those mechanisms can thrive. This is a differertta role for leadership than is

typically presented in the literature: enablingdieis allow things to occur over
which they have relatively little direct controlhey create the structures, rules,
interactions, interdependencies, tension, and ruituwhich complex
mechanisms can thrive and unanticipated outcomes@aur—and, they create
mechanisms that weed out poorly adaptive outcor(esll)

Another role of leaders practicing distributeddeiship in a complex
environment undergoing cultural change is the fasgeof conditions that allow the
institution to respond, rapidly and effectively,deanges in the environment. Higher
education is a complex system where “...behavioh&acterized by non-linear,
emergent change; interaction and interdependempygedictability; autocatalytic
behavior; and dynamic movement (Marion, 2008).”fElfi@re, an important role of

leadership in complex systems is to enable theitond in which complex dynamics

can emerge.
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CHAPTER 3: RESEARCH METHODS

This study used a qualitative research design agttiadological approach. The
particular tradition or strategy of inquiry (Crediy@994, 1998; Yin, 2009), a descriptive
case study, investigated a contemporary phenomeisinputed leadership, by
comparing the perceptions of administrators andlfg@at the University of ABC’s
School of Continuing and Professional Studies (S@R3hey underwent a leadership
paradigm shift, a reorganization that required aenparticipative approach. The study
compared how these academic leaders adapted tagbhaxer in this new change effort
(Yin, 2009). The study examined the perceptionshainge for the leadership and
implementation team as they sought to make senge d¢hunching a more participative
approach to change efforts.

The University of ABC’s SCPS is part of a Tier duthwestern public research
university where the state budgeting process hg@at impact on operations. As a
result, the University was undergoing restructurifigne case study method explored
how the new leadership structure of the schoolierfted the decision-making, problem-
solving, motivation, knowledge generation, affgegctice of tools and routines, and the
school’s adaptation to the rapid changes in adalting delivery and increasing
competition in the higher education environmeniie Tmethod was also chosen because
of its capability to explore the extensive and epth (thick) description of leadership
practice in higher education (Merriam, 2009). bygshe case study method is the
relevant model of choice when trying to answer lama why questions that focus on
contemporary events without the need to controhbeal events (Merriam, 2009; Yin,

2009).
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This chapter discusses the research questiorgrsit@articipant selection,
methods for data collection and analysis, plangf®uring robustness and

trustworthiness of the data, and ethical precaatfonstudy participants.

Research Question

This study focused on one primary research question
RQ1: What is the nature of leadership amidst a paditve change effort in a higher

education setting as perceived by active parti¢cganthe effort?

Site Selection

The site for this study was a university SchooCohtinuing and Professional
Studies (SCPS) based in the United States. Thelpegm, “University of ABC” is used
throughout the study to protect the identity of tinganization. SCPS is part of a Tier 1,
public research university. The school was seteberause it is a good example of a
representative or typical case (Yin, 2009). Théversity was established in 1860. In
response to the recent state budgeting procesBiersity was undergoing
restructuring. At the time of the study, the Umsiy had 3,500 employees. The
organizational design provided for a single casbeasided design with multiple units of
analysis.

In 2006, a three-school consortium that includedversity of ABC petitioned the
State to decouple their financial and human ressuienctions from state oversight by
agreeing to receive less state funding, and inrdmdeemain competitive with their
national peer institutions. In 2007, the world esenced an economic downturn that

exacerbated University of ABC’s negative finan@atlook.
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In 2007, the University of ABC Board of Visitorsbommissioned a report,
‘Commission on the University of the Future (CORbAt suggested the highly
centralized decision-making fostered by the curbemtget model frustrated planning,
innovation, and collaboration, while hardening sild'he silos in turn frustrated the very
collaboration that was needed to overcome the desdedges of small scale. President
Honemond convened COFU in March 2007, and askedatabers to carry forward and
complete the prior work of the Board’s Special cattee on Planning by proposing
strategies to distinguish University of ABC from fieers in the next decade and beyond.

There was recognition by the University that wsifpet model was not conducive
to efficiency of operations. The ongoing reces$guhto state revenue shortfalls of more
than $7.1 billion, which dropped funding to 6% afilersity of ABCs operating needs,
compared to a high of 26% in 1994. The Universityadget model did not support the
excellence needed to compete in the current wdrhdgher education. In May 2010, the
Board of Visitors’ charged the current administativith developing “big ideas” that
would ultimately put in motion a new course towgrdatness for the University.

SCPS is one of eleven schools at the UniversiafRE. SCPS opened the doors
of the University of ABC to thousands of nontraaiital adult learners for continuing
education. With Academic Centers in Gallup, Albeaque, Las Cruces, Carlsbad,
Alamogordo, and Roswell, the school strove to nfeetcontinuing education needs of
the State’s citizens. Mission: It is the missidiB€PS to be responsive to nontraditional
learners by providing high quality continuing edima opportunities that help them
achieve their personal and professional goals. SS@®mmitment to serving a diverse

community of learners is apparent in the continigdgcation programs and courses
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offered at convenient times and places. Studemtdled at SCPS have the option to
learn in the classroom, online, and through othedes of delivery.

In January 2011, SCPS experienced a precipitodi€@mtinuous decline in
enrollments in all regions. One academic and fir@rstaple for the school, the
education curriculum, was projected to transfekliadhe Ramirez School of Education
in 2012 and result in a loss of revenue of $600,080eport commissioned by the
University’s Board of Visitors established thatrsfgcant and consistent collaboration
and interaction across all eleven schools of thiv&sity were critical to fostering a
shared vision, common goals, innovative programa,keld initiatives. Meaningful
collaboration and interaction can differentiate theversity in important ways and build
a foundation for other strategies to achieve dffiiation. The report, the addition of
nontraditional for profit competitors into the matglace, and the vision of leadership
were stimulus for SCPS to restructure its operatiarorder to remain a competitor in the
market.

To select the eight informants for this purposiample, the researcher used his
judgment to select a sample that based on priornmdtion, would provide the needed
data (Fraenkel, et al., 2012) from a limited poiotandidates that fit the following
criteria:

1. They had three or more years with the school ustiety.
2. They functioned in a role beyond classroom instomct
3. They were administrators that had someone repotitigem.

4. They were selected from a cross-representatiodmirastrative functions.
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Study Participants

Study participants were selected because theyvdiked for SCPS three or more
years; (2) functioned in a role beyond classroostruttion; (3) were administrators with
someone reporting to them; and (4) were selected & cross-representation of
administrative functions. The demographics ofipgodnts in the study are shown in
Table 4.1 below.
Table 4.1.

Demographics of Leaders in Study

Years of Service Position Gender
18-20 years Senior Director - Technology Male
8-10 years Director — Operations Female
12-14 years Senior Administrator - Administrative enkale
9-11 years Director — Human Capital Female

5-7 years Senior Administrator - Academic Male
25-28 years Manager — Financial Female
8-10 years Manager — Student Services Female

3-5 years Senior Administrator — Academic Female

After participants were identified and selectéw tesearcher used a structured
interview process (Fraenkel, et al., 2012). Thedcripts of the dialogs were coded (a
set of categories or themes used to record thedrexy of a person’s or group’s
behavior). The themes were analyzed with the tasgie of a technique referred to as
‘clustering'—forming clusters of themes as a waptganize code—which is useful in
the transformation of descriptive data (Boyatz898). The structured interviews were

recorded. The intention was to elicit each persamderstanding of the practice of
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leadership by asking: Have there been any shiftisarway business is accomplished at
the school? How did you think about and approastision-making after the
implementation? and What part did you play inchange? An interview was complete
when each person presented a comprehensible werudirgy of the three structured
guestions, their perceptions of the change, andaa picture of the influence of
leadership practice at SCPS.

A variation of Miles and Huberman’s (1994) approatimoting patterns and
themes was central to the data analysis in thiysflhe aim was to uncover how the
respondent viewed the issues that led to a nevetshiph paradigm and how leadership
practice influenced behavior change and adaptidhg@nvironment.

More specifically, the research attempted to dasethe leaders and followers
perceptions of change in leadership practice irsth®ol and how they are practicing this
new leadership paradigm, in which leaders not orfluence followers but are also
influenced by them. The questions included: WleyfaHowers seen as an essential
element that mutually constitutes leadership pca@ti How and why does this new
paradigm lead to the transformation of the schddhsimon, Neumann, and Birnbaum
(1989) state the following:

A perception exists that higher education is exgmaing a “great leadership

crisis.” Calls for better, stronger, more visionand bolder leadership

intensified after the publication of several repdsy blue ribbon commissions,

whose running theme is “the decline of higher etdana(p. iii)

The specific focus of the study is the SCPS leadedsfollowers’ lived experiences after
a major financial and administrative restructuriragn state requirements, and the call

for a leadership transformation of practice anatontes by the Board of Visitors. This

resulted in a new leadership paradigm - distriblgedership.
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The primary method for collecting information tbis study was in-depth,
structured interviews (Creswell, 1998; Fraenkehlet2012; Lincoln & Guba, 1985;
Seidman, 2006). To select subjects, a purposivpkeawas used for identifying a
population of eight academic and administrativelégs. To enhance reliability, member
checks were used by sharing transcripts and coditnginterviewees. Coding themes
were used to assist in the data analysis. Eaehvietv session was recorded using a

digital recording device and a professional steaplger transcribed the interview results.

Research Procedures

This study employed a qualitative research appro&ualitative research is
defined by Creswell (1998) as:

...an inquiry process of understanding based omndisthethodological traditions

of inquiry that explore a social or human problefie research builds a

complex, holistic picture, analyzes words, repddtailed views of informants,

and conducts the study in a natural setting. %p. 1

There are several theoretical assumptions asedarth the naturalistic model
that guide the researcher’s investigation. Acawydo Lincoln and Guba (1985), the
ontological assumption or nature of reality is thaglities are multiple, constructed, and
holistic” (p. 37). Creswell (1998) further charatzes the ontological assumption stating
that “reality is subjective and multiple, as segrphrticipants in the study” (p. 75), as
well as by those who ultimately read and interginetstudy. The epistemological
assumption is that “the knower and known are itere, inseparable” (Lincoln & Guba,
1985, p. 37); the “researcher attempts to lessgarniie between himself or herself and
that being researched” (Creswell, 1998, p. 75)efkkal, et al. (2012) describes

naturalistic inquiry as “studying real-world siticams as they unfold naturally;

nonmanipulative, unobtrusive, and noncontrollingeimness to whatever emerges—Ilack
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of predetermined constraints on outcomes” (p. 448y much the structure should
guide the study is open to question, but it isrclkat the researcher brings his own biases
and assumptions to the study.

Creswell (1998) writes that verification (analogda concept of validity in
guantitative research) is “a distinctive strengthqualitative research” (p. 201).
Although there are multiple perspectives with respe defining and operationalizing
verification, qualitative research must take theassary steps for its realization and
contribution to an outcome of good research. Umemd Gobi (1985) state that just as
the conventional investigator must attend to thestjon of how internal and external
validity, reliability, and objectivity are addreskim the study design, the naturalistic
researcher must design their study to addresshiligditransferability, dependability,
and confirmability. They refer to this as “plannifay trustworthiness” (p. 247). Lincoln
& Guba (1985) suggest, “The initial design statetmeast display a familiarity with their
requirements, and must indicate the provisionswhlabe made to achieve them.” (p.
247). The degree to which the criteria above r@regrated into the research approach
will determine the strength of method for the resker.

Creswell (1998) offers eight verification proceesirirrespective of perspectives
and terms, that assist in the classification otpdures that meet the trustworthiness
criteria and satisfy the concerns for credibilttgnsferability, dependability, and
confirmability. These eight procedures are:

¢ Prolonged engagement and persistent observatidmarfield includes building
trust with participants, learning the culture, ahecking for misinformation that
stems from distortions introduced by the researoh@rformants.

e Triangulation researchers make use of multiple and differentcss, methods,
investigators, and theories to provide corrobogaémidence; typically, this
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process involves corroborating evidence from défifiersources to shed light on a
theme or perspective.

e Peer review or debriefingorovides an external check of the research pspces
much in the same spirit as interrater reliabilityguantitative research.

e Negative case analysithe researcher refines working hypotheses asrinqu
advances in light of negative or disconfirming e@rde; the researcher revises
initial hypotheses until all cases fit, completihgs process late in data analysis
and eliminating all outliers and exceptions.

e Clarifying researcher biadrom the outset of the study it is important kattthe
reader understands the researcher’s position antdiases or assumptions that
impact the inquiry; the researcher comments on @gstriences, biases,
prejudices, and orientations that have likely sape interpretation and
approach to the study.

e Member checkghe researcher solicits informants’ views of thedibility of the
findings and interpretations.

e Rich, thick descriptionallows the reader to make decisions regarding
transferability because the writer describes iitlédte participants or setting
under study.

e External auditsallow an external consultant, the auditor, torexe both the
process and the product of the account, asses$mirgatcuracy; gives a sense of
interrater reliability to the study (pp. 201-203).

Creswell (1998) also suggests that at least twbeprocedures should be used. He
further notes that three of the seven—triangulatim thick description, and member
checks—are the most popular and cost-effectivé thiée were used in this study:
triangulation, rich, thick description, and membbkecks. The researcher also employed
peer review for debriefing and clarifying researdhi@s. The researcher sought to build
a level of trust with the interviewee due to theitensive knowledge and involvement in
the University’s culture. This was developed bglpnged engagement and persistent
observation in the field.

Lincoln and Guba (1985) also suggest the technidlkeeping a “reflexive
journal” whereby the researcher can record a “&taof information about self...and
method” (p. 327). They further suggest that sughuenal’s contents include a daily

schedule; logistics of the study; a personal diaryapture reflective thinking related to
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personal values as well as new insights; and aadetbgical log to record decisions and
related rationales. The researcher did not ude ayaurnal. Strength of method was
determined by the due diligence applied by thestigator to incorporate a number of
procedures above into the research. Nevertheledsncoln and Guba (1985) note,
“Naturalistic inquiry operates as an open systemamount of member checking,
triangulation, persistent observation, auditingwbatever can ever compel; it can at best

persuade” (p. 329).

Rationale for Case Study Methodology
The theoretical foundation for this research viresdase study. “The essence of a
case study, the central tendency among all typeasd study, is that it tries to illuminate
a decision or set of decisions: why they were takew they were implemented, and
with what results” (Yin, 2009, p. 17). The phenomef distributed leadership
manifests itself in the practice of leadership athithe leaders and followers, “...as a
product of the joint interactions of school leadéoiowers, and aspects of their situation
such as tools and routines” (Spillane, 2006, pCB&swell (1998) states that:
Researchers search for the...essence or the centiallying meaning of
experience and emphasize the intentionality of consness where experiences
contain both the outward appearance and inwardccmnsness based on memory,
image, and meaning....The researcher also setsatjatejudgments, bracketing
(see époché) his or her experiences (a returnaiufal science”) and relying on
intuition, imagination, and universal structuresohiain a picture of the
experience. (p. 52)
“This suspension of prejudgment is callgsbchg emphasisdded] by Husserl”
(Creswell, 1998, p. 52).

The philosophical perspective or worldview forstheésearch is post-positivist.

According to Lincoln and Guba (1985), the implicat for doing research from a post-
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positivist or naturalist paradigm encompasses éauricharacteristics: “natural setting,
human instrument, use of tacit knowledge, qualitathethods, purposive sampling,
inductive data analysis, grounded theory, emerdesign, negotiated outcomes, case
study reporting mode, idiographic interpretati@mtative application, focus-determined
boundaries, and special criteria for trustworthsi€pp. 39-43). What resonates most for
use of this paradigm is the parallel of the fivenp®espoused by Habermas’ dichotomy:
1. The facts have to be reconstructed in the lighhebry and interpretation.
2. Natural science theories are the way the facts $kbras are seen.
3. Facts are constituted by what the theory says abeutinterrelations
with one another.
4. The language of natural science is metaphoricalradct.
5. Theoretical consistency rather than associatioh faitts determine
meanings in natural science (Lincoln & Guba, 1985).

This study adopted an interpretivist or naturediapproach (Creswell, 1998;
Lincoln & Guba, 1985). The epistemological foundathere is anti-positivist, to the
exclusion of any positivist view influences (Butr&lMorgan, 1979). Nevertheless, an
unconditional or discriminatory view was rejectezt@use an interpretive view
emphasizes personal feelings or responses as apfmsgternal facts or evidence in its
approach to social science. The co-mingling ofatm®tional and exchange factors of
distributed leadership and governance, with cutigeunded in the context of
complexity, structure, and change - bring togetheltiple coexisting views of social
reality for consideration. These thereby undernti@eargument of mutual exclusivity

that Burrell and Morgan (1979) propose as “fgpt’29. Returning directly to the
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approach of this research, this empirical inquinvéstigated a contemporary
phenomenon in depth and within its real-life cotitespecially when the boundaries
between phenomenon [distributed leadership] antegbare not clearly evident” (Yin,

2009, p. 18).

Sources of Evidence

There are six sources of evidence for a case stitymentation, archival
records, interviews, direct observations, partictpabservation, and physical artifacts
(Yin, 2009). The primary method for collecting infieation in this case was in-depth
interviews, documentation, direct observations, amthival records (Creswell, 1998;
Seidman, 2006; Yin, 2009). Although there areanquired number of individuals that
must be interviewed to validate a qualitative cstsely’s findings, Creswell (1998)
suggests “long interview with up to 10 people”§p). The researcher interviewed eight
leaders. Miles and Huberman (1994) noted that fiati@e researchers usually work
with small samples of people, nested in their caraed studied in-depth” and therefore
gualitative samples “tend to be purposive, rathantrandom” (p. 27). Patton (1990)
suggested the following:

The logic and power of purposeful sampling lies@hecting information-rich

cases for the study in depth. Information-richesaare those from which one can

learn a great deal about issues of central impoetémthe purpose of the

research, thus the teqpurposefulsampling. (p. 169)

This will be a combination criterion and convererype purposive sample
selected from a population of academic and adnnatige leaders. “The logic of

criterion sampling is to review and study all catbed meet some predetermined criterion

of importance” (Patton, 1990, p. 176). This inclddeaders and followers from both the
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academic and administrative sides of the schoquastion. Convenience sampling is
choosing subjects that are fast and conveniertdess (Patton, 1990).

Fraenkel and Walle(2012) identify four types of interviews: structdresemi-
structured, informal, and retrospective. Lincoln &uba (1985) offer that interviews can
be categorized by several factors including degfestructure:

The structured interview is the mode of choice wtenintervieweknows what

he or she does not knamd can therefore frame appropriate questionsdboitf

out, while the unstructured interview is the modlelwice when the interviewer

does not know what he or she doesn’t kaot must therefore rely on the
respondent to tell him or her. (pp. 2@ phasisn original)

Data Collection and Analysis

The data findings confirmed that during the inistges of the reorganization,
the SCPS leadership team sought consultation anstasce from the researcher, who
was a member of the human capital organizatiore r€kearcher participated in the
planning stages of the reorganization in early 20Ile leadership team’s overarching
concern was the potential resistance and intransegyborne out of restructuring and
overcoming it. Nadler and Tushman (1990) belieted responding to environmental
changes by improving the efficiency of systems armtesses alone, does not work.
These environmental trends “...put a premium on etvezleadership and the
management of system-wide organization change? {p.The researcher trained the
leadership team on methods to identify and overcthraeesistance of employees, and
provided a structure for behavioral interviewingpeTiindings reinforced the leaders’ of
SCPS'’s decision to address these concerns.

The interviewer taped the interview sessions withgubjects. The interviewer

attempted to elicit each person’s description amtkeustanding of the practice of
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leadership at SCPS (the story) including: why this central and anchoring concern;
why the practice is generated in the interactidrisarers, followers, and their situations;
and how the situation both defines leadership maeind is defined through leadership
practice. An interview was considered completews&ch person answered the
interview questions and presented a coherent pictleadership practice based on the
story elicitation.

A professional stenographer transcribed subsedteerdcriptions of the
interviews. The recording device was a digitabreler that conveyed conversations in a
clear manner. There are advantages in transcribhenmterviews: greater familiarity
with the comments each participant made; the glidinote voice inflection and tonality;
enhanced accuracy in the transcribed documenta aeflective saturation of each person
that sharpens the intuitive sense aiding creatigheotextural and structural descriptions.
Transcribing one’s own interviews rather than fgreomeone else is also consistent with
Merriam’s (2009) recommendation that doing so ptesithe researcher with the
advantage of “rudimentary analysis” (p. 174). Teégearcher allowed a professional
stenographer to perform this function due to timestraints, and based on the typing
speed and accuracy of the researcher.

After participants were identified and selectéw tesearcher used a structured
interview process and the transcripts of the delvgre analyzed using a technique
referred to as ‘clustering’ (Boyatzis, 1998). Altootechnique developed originally in
connection with creative writing (Rico, 2000), dlersng is used to facilitate the
individual's personal account of his or her expecethrough a nondirective, almost

“free association” type exercise. Taylor and Bog@kd84) call it an in-depth interview,
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“...modeled after a conversation between equalserdttan a formal question-and-

answer exchange” (p. 77).

Document Review

Documents reviewed for this study included newspajpticles, archival records,
and meeting agendas. Articles from the SCPS agshha shared database—the
University website and local newspapers providetex for this study. The researcher
sought evidence of alignment of strategic initiasito practice, evidence of collaboration
in meetings, and across-region participation intinge and decisions. The content of
documents included strategic plans, finance andgdtugbals, SCPS policies, and human
resource policies and guidelines.

Observations

The researcher functioned as a participant obsé&w@ January 2011 through
June 2011, and assisted the SCPS senior leadérpnedess, interview techniques,
facilitation, and action learning. The researalias privy to reactions and behaviors of
participants during the early stages of restruntuwhen employees from all regions
completed three successive training activitiehehome office. During this period, the
researcher was an employee of the University. iguainalysis, the researcher attempted
to suspend all biases and assumptions and showdgtks through the eyes of the
participants.

The interview data was compared and contrastetddeet leaders of SCPS to see
how key school personnel understood and practeadership within their areas of
responsibility. Previous experience in other stadind academic exercises using similar

interview protocols and procedures for data calbectvere considered in finalizing
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planning, fine tuning instructions, working withethecording device, and gaining
perspective on potential timing and schedule cags.

This technique was an important catalyst in drgvaat meaningful dialogue in
the participant-interviewer conversations. RicO(@) explains that the technique is a
“nonlinear brainstorming process akin to free asgmn...that allows patterns to
emerge.” (p.14). In this study, clustering was ntoree and thematic bound. As a
creative writing tool, clustering “accepts wonderinot-knowing, seeming chaos,
gradually mapping an interior landscape as idegstie emerge” (p. 14). The
researcher has used this tool in other professmaycities as a method for generating
new ideas. Use of this as a technique is alsostens with the step Moustakas (1994)
refers to as imaginative variation. “The task oagmative variation is to seek possible
meanings through the utilization of imaginationryiag the frames of reference,
employing polarities and reversals, and approactiiagphenomenon from divergent
perspectives, different positions, roles, or fumas” (p. 97).

Clustering promotes the dual hemispheric involveinoé the brain: the left with
its sequential, logical cause and effect, lineautit production, and the right with
simultaneous complex image, analogic, and imadikinking. The left side “knows
‘how” while the right side “discovers what” (Ric2000, p. 68). It is a tool especially
appropriate for an interpretivist research approatdnt on pursuing the essence and
meaning of human experience “through careful, ca@m@nsive descriptions, vivid and
accurate renderings of experience” (Moustakas, 199405). Clustering provides a firm
starting foundation from which comprehensive dgdgimmns can emerge and phenomena

is subsequently interpreted. Moustakas (1994)tpanut that:
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A method offers a systematic way of accomplishioigpsthing orderly and
disciplined, with care and rigor. Procedures ohiteques make up a method,
provide a direction and steps to be followed, amdema study into action. Every
method in human science research is open endegke &he no definitive or
exclusive requirements. Each research projectshtddwn integrity and
establishes its own method and procedures totteilthe flow of the
investigation and the collection of data. (p. 104)

Miles and Huberman (1994) discuss a number ¢icgafor generating meaning
from a particular set of data, ranging from degoreto explanatory and from concrete
to abstract. They summarize 13 tactics as follows:

Noting patterns, themes (1) seeing plausibility é)d clustering (3), help

the analyst see “what goes with what.” Making mbtas (4), like

preceding three tactics, is a way to achieve muegration among

diverse pieces of data. Counting (5) is also alfanway to see “what’s

there.” Making contrasts/comparisons (6) is a peie tactic that

sharpens understanding. Differentiation sometimegeded, too, as in

partitioning variables (7). We also need tactarsseeing things and their

relationships more abstractly. These include suisg particulars into

the general (8); factoring (9), an analogue ofrmaifiar quantitative

technique; noting relations between variables (a0j finding intervening

variables (11). Finally, how can we systematicabgemble a coherent

understanding of data? The tactics discussedualdiriy a logical chain

of evidence (12) and making conceptual/theoretioherence (13). (pp.

245-246)

The first tactic associated with noting patternd themes and the third that was
associated with what goes with what were critinahie data analysis in this research.
Central to generating meaning, the study sougbhtmver, (1) How is leadership
practiced at the school?, (2) Why has the spegédradigm been implemented in his or
her area?, and (3) How are the participants pearepft the leadership practice
influencing motivation, knowledge creation, affemt practices of other organizational
members? Part of the analysis sought to comparkatiguage used to discuss how the

respondent approached leadership practice pritretoestructuring, and with the

language used now. The purpose was to reduceatheadd sort into these preliminary
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categories. Creswell (1998) noted that regardiéise size of the database, no more
than 25-30 categories of information is recommendéeé goal is ultimately to reduce
the total to five or six categories that servehasdssential sources for the written
narrative.

The study looked for expressions relevant to isshat led to the new leadership
paradigm of distributed leadership: the actionhef participant to practice the new
paradigm; and the participant’s perceptions of vdthér leaders’ are doing at the school
to influence the motivation, knowledge, affect, gmdctices of other members in the
school.

Limitations of the Study

This research was conducted at the UniversityBEA SCPS, a Tier 1 public
Research University in the southwest that was wguadleg a restructuring of its financial
and human resources in order to improve its cortipefposition in the marketplace and
better adapt to environmental influences. The easecomplicated due to a financial
atmosphere that caused massive state layoffs, badgstraints, and hiring freezes for
noncritical positions. In addition, many of thawersities in the region have experienced
a talent drain in the academic environment, pddrtpat the senior level. Adding to the
changing environment was the hiring of a new Peedithy the University, who followed
an administrator who had remained in that positoor20 years. As a result, there was
concern that leaders and followers were too ovelwbe with present-day events to sit
for an interview during a period when there wereatjidemands on their time and
stresses associated with the adjustment to newrglaig. Incorporated in the concern

about access to these leaders and followers was douabt about the subjects’ ability to
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present a coherent picture. This concern was as#don the cognitive complexity of
the phenomenon. The possible lack of congruentvedea this research and
restructuring, the effects of budget constraindsitinued demands for accountability,
employee fatigue, and acclimation to the new lestdprparadigm were contributing
factors.

The researcher thought that leaders and followerdd be reticent to discuss
their adherence to a new leadership paradigm bedhay lacked control over a large
portion of the restructuring. Since this was dextive effort, they might not wish to
describe a picture of non-adherence towards tmt'siefforts. To minimize these
concerns, the researcher performed a pilot interweh a senior academic leader who
did not participate in the primary study. Thialed the researcher to receive feedback
from an informed source about the intrusivenegb®fjuestions, potential biases held by
the researcher, and the communication style usedliwit responses from the participant.
Based on the feedback, the researcher allowedaftton to emerge instead of applying
direct pressure about the initiative. This wassaalrery during the mock interview that
the mention of the specifics of restructuring caudiscomfort to the interviewee because
of the belief they should know the administratidesires verbatim. The feedback from
the mock interview also assisted the researchigeimtifying and incorporating the
researcher’s personal style, which created an gth@ws of trust and candor when
answering the questions.

The researcher sought to minimize disruption toottganization as it progressed

through this major reorganization and thereforeerinews were conducted with formal
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leaders only. To counteract this action, formal arformal member checks were

performed with leaders and followers to accesgptbgimity to interview responses.

Human Participants and Ethics Precautions

The policy guidelines of the George Washingtonvdrsity Committee on
Human Research Institutional Review Board (GWU IRRYe the foundational point of
reference for ethical precautions. This helpeérsure that the “three principles, or
general prescriptive judgments, that are relevan¢search involving human subjects”
were identifiable and embraced in the study. Thiesee principles are respect for
persons, beneficence, and justice. As noted inBdtmont Report, Part C, Applications:
“applications of the general principles to the cactdbf research leads to consideration of
the following requirements: informed consent, figdefit assessment, and the selection
of subjects of research” (U.S. Department of Hedl€v9).

The requirement of obtaining “legally effectivédanmed consent of the subject or
the subject’s legally authorized representativeMHs, 2009; [45 CFR 46.116\yas
waived by the IRB. The GWU-OHR template was usednsure compliance with the
basic elements of informed consent. Further, theysposed minimal risk to the
participants. That risk was not greater than whight be ordinarily encountered in daily
life or during performance of a routine or extendedversation (DHHS, 2009, [45 CFR
46.102(i)]). The primary interaction was the foofmone structured interview, bounded
by discussion of their lived experiences relateth&r practice of a new leadership
paradigm. The course of the discussion was lameigrmined by the direction chosen

by the participant, with the knowledge that theuldcstop the proceedings at any time.
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Privacy and confidentiality were assured, with raes precautions taken to maintain the
anonymity of each participant.

The researcher complied with all procedures reguy The George Washington
University Office of Human Research, in conjunctieith the Institutional Review
Board (IRB) process. After approval of the reskgnoposal, no events occurred during
the research that raised new risks to human paatits. Therefore, reporting to the
GWU Office of Human Research was unnecessary ahdatirequire revision to this

document.
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CHAPTER 4: FINDINGS

In the early 1990s, the American people beganu&sitpn the value of higher
education. According to Guskin (1996), “There wgaswing agreement that colleges and
universities were not cost-effective, that tuitiamsre too high, and that academic
institutions must therefore restructure their opers, much as had happened in
American society” (p. 27). There were some thaieled that transformational change
was the cure for higher education’s ills (Bensimatral., 1989). In a complex
organization, it was believed the solution is, “.abling leaders work to catalize
mechanisms by creating conditions in which thoseharisms can thrive” (Uhl-Bien &
Marion, 2008). Spillane (2006) offered an altervatiiew of leadership in education,
distributed leadership, which focused on the joitgractions of school leaders,
followers, and their tools and routines.

This descriptive case study examined the resegqrektion: "What is the nature of
leadership amidst a participative change effoe mgher education setting as perceived
by active participants in the effort?

The findings from this study identified ten wapswhich the University of ABC
School of Continuing and Professional Studies (SGfP&cticed leadership. The
research results represent a two-year time perayd January 2011 to June 2013.
Pseudonyms were used to protect the privacy aftilndy’s participants.

This chapter is organized into two sections: @)text and (2) findings.
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Background of School
SCPS faced a competitive marketplace in the regtoserved in the
United States, especially from for-profit instituts. SCPS sought to make sense of its
accomplishments and the culture that was createdsiog a participative approach to
change. A key issue was the leaders’ ability fuence the motivation, knowledge,
affect, or practice of the school’'s administratéasulty, and staff on the core work of the
institution. Evidence collected from document esvs, interviews, and observations was
used to provide contextual information about treeagch site, supplementing the basic
information provided in Chapter 3.
Context of Study

In 2006, a three-school consortium that includedWniversity of ABC petitioned
the State to decouple their financial and humaouess functions from state oversight.
The consortium agreed to receive less state fundingder to remain competitive with
their national peer institutions. In 2007, the Wity of ABC Board of Visitors’
commissioned a repor§ommission on the University of the Future (COFUhe report
suggested the highly centralized decision-makirstei@d by the current budget model
actually frustrated planning, innovation, and dodleation, while also hardening silos. In
turn, the silos frustrated the very collaboratibattwas needed to overcome the
disadvantages of small scale. President Honemomegeaned COFU in March 2007, and
asked its members to carry forward the prior wdrthe Board’s Special Committee on
Planning, and to propose strategies for distingngsthe University of ABC from its

peers in the next decade and beyond.

63



The University recognized that its budget modet wat conducive to efficiency
of operations. The ongoing recession led to statenue shortfalls of more than $7.1
billion, which dropped funding to 6% of University ABCs operating needs, as
compared to a high of 26% in 1994. The Universityadget model did not support the
excellence needed to compete in the current wdrhdgher education. In May 2010, the
Board of Visitors charged the current administratiath developing “big ideas” that
would ultimately put in motion a new course towgrdatness for the University.

SCPS is one of eleven schools at the UniversifB€. SCPS opened the doors
of the University to thousands of nontraditionalihdearners for continuing education.
With academic centers in Gallup, Albuquerque, Lasc€s, Carlsbad, Alamogordo, and
Roswell, the School worked toward meeting the ecanmtig education needs of the State’s
citizens. The mission of SCPS is to be resporsiventraditional learners by providing
high quality continuing education opportunitiestthalp them achieve their personal and
professional goals. SCPS’s commitment to servidiyarse community of learners is
apparent in the continuing education programs augses offered at both convenient
times and places. Students enrolled at SCPS hawvaption to learn in the classroom,
online, and through other delivery modes.

In January 2011, SCPS experienced a precipitamsintious decline in
enrollments across all regions. The educationauum, one of the School’'s academic
and financial staples, was projected to be traresfidnack to the Ramirez School of
Education in 2012. This change would result i6@35000 loss of revenue. A report
commissioned by the University’s Board of Visitéosind that significant, consistent

collaboration and interaction across all eleverosthof the University were critical to
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fostering a shared vision, common goals, innovainagrams, and bold initiatives.
Meaningful collaboration and interaction could dréntiate the University in important
ways and build a foundation for other strategieadioieve differentiation. The report,
the addition of nontraditional for-profit competisanto the marketplace, and the vision
of leadership were stimulus for SCPS to restruatsreperations in order to remain a
competitor in the market.
Findings
When the data were analyzed, ten findings emerged:
1. A participative approach to change influenced sgypat SCPS.
2. Leader participation greatly influenced collabarati
3. Leaders’ actions created a shared sense of refdaysi
4. Change in structure influenced leader, followerawedr, and organizational
culture.
5. The creation of a safe environment influenced egg#aconversations.
6. Engaged leaders and followers influenced decisiaking.
7. Leader involvement improved efficacy of decisions.
8. The situation (tools, routines, structures) enaldader action on process
improvement.
9. A shared belief in the schools training missiotuahced the mitigation of
resistance and intransigence.
10. A focus on strategy supported collective action.

11.The Dean’s vision influenced the participationedders and followers.
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Finding 1: A Participative Approach to Change Influenced Synergy at SCPS

A major finding from this study was how the leadg@aticipation influenced the
routines of other leaders and followers, and hduémce precipitated action and became
part of the school’'s culture. A major concernled SCPS senior leaders was the
breakdown in collaboration across the geograplyichdipersed regions. Prior to
reorganization, each region performed as a sepandity and lacked coordination with
other regions and the main office. There was dapibn of effort across the regions,
which operated as five different schools. With &élceve participation of formal leaders
and the establishment of common goals, collabaramoss regions influenced
leadership practice and began to erode the sibztetat had permeated SCPS prior to
reorganization.

The evidence suggests that leaders across regggas working together to solve
problems. The most serious was the increased ddgiapdrom non-profit institutions.
Two of the regions were in highly competitive maskand tended to address competition
without concern for other constituencies within 8&hool. After reorganization, the
regions and central office began to address tleatbiito SCPS in a more holistic manner.
The culture was no longer tolerant of a regiorherdentral office addressing issues in
isolation.

The shift in organizational structure resultech@w roles for staff in regional
centers and a different way of determining sucae#isose roles. SCPS also centralized
services in some areas to create efficiencies@uoddrdinate its work across the state,
i.e., program oversight and guidance in the acadangina that gave each program a

template that defined the specialty and the auéienc
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SCPS also centralized the review of faculty crédénand created a faculty
database that was focused on credentials and poepess for teaching. The interview
participants articulated the value of leaders’ipgration in improving collaboration
across operations. As articulated by one staff benfWe now have moved from the
parts equaling the whole to starting with the whantel then (asking) what are the roles
that people play to contribute to the whole, whghQuite different.”

Another participant believed the leaders’ handsaonlvement in the
reorganization contributed to an atmosphere of@aoee and ownership across the
school. She cited the efficacy of the approachatad highlighted the challenges:

| think especially, with the programs, there is eof a feeling of ownership

across the organization and what we do that ibigust mine or just yours, it is

ours. Administratively, | think the design is acate. | think as much as |

described some of my leadership conundrums, | thim& is helping to straighten
those out.

Finding 2: Leader Participation Greatly Influenced Collaboration

Members of SCPS saw themselves as a collabogtoug that focused on how
they performed in relation to other group membassppposed to individual actions. The
resulting interrelationships became common praetecint action became routine.
Mutually enacted actions influenced the norms agleéts of members of SCPS, and
these norms and beliefs became inculcated intprietice of leadership.

An example was the new committee structure estaddi during the
reorganization entitled SPRAC (Strategic Planning Research Committee). This
committee structure increased staff buy-in for siecis and increased staff participation
in the mechanisms of the reorganization. Sevatatview participants cited the value of

SPRAC and the committees’ ability to make inforndedisions that improved the
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performance of various programs and processes. p@ntieipant praised the cost savings
resulting from the committee’s deliberations:

We had a mechanism to do that through the strategearch and planning group,
it is our gathering of the leadership of the groél. of the major areas are
represented there. We have gone through a nunmilegercises to look at how
we want to move forward and we have defined prograstier-1; tier-2; and tier-
3. The tier-1 is the programs that we are goingvest in. So, if we only have a
dollar to spend on marketing we might spend $0r90fdhose. The tier-2 we

will spend the other $0.10 or just let them go witmatever they are doing. The
tier-3 are the ones we have decided require stinget

Another participant spoke about the compositiothefcommittee, its broad
representation from across SCPS, and a high-lésel f how the committee
accomplishes its tasks:
It's a diverse group of people and they review,chap, add comments,
whatever, give it back to me to just eyeball toifédave any questions or can
answer their questions and then once they finistinggit then it goes to our
senior leadership team of the dean and two assadésin. When they approve it
and put their stamp of approval on it then it beesmmommunicated to everybody.
Another participant echoed this sentiment, but tiwékrther when he mentioned that the
work throughout the School was becoming routineantbre natural way of doing

business within SCPS:

We have a strategic planning and research advesrgcil, so we take more
things to them and get their buy in. Those aréhallpeople that report to the
dean and the associate deans and we get buy-intlfienmon criteria, policies,
and the strategic direction of the school. | thirdm the top down, we are seeing
more participation because we have the SPRAC grnadpve also have these
work groups and standing committees. Those waskigg and standing
committees have people from all levels workingloen. | think we have tried to
increase the communication within the School aedddrticipation in making
decisions and tried to routinize more of what we do

Finding 3: Leaders’ Actions Created a Shared Sens#d# Responsibility
The leaders’ influence on the organizational gelitreated a sense of shared

responsibility. The introduction of the SPRAC coittee and other working groups with
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diverse representation and functions led to impdax@versations, which were
dissimilar to the prevalent culture of the pre-gaoization. At that time, SCPS operated
by a division of labor with a hierarchical strueurLeaders in different positions,
functions, and regions performed various functiarte considerable overlap and
duplication. One of the surprising outcomes fr@organizing was the speed at which a
culture of shared responsibility evolved. The wmay to feel solely responsible for an
outcome was mitigated by the new collaborativesraiépendent culture within the
school. The leaders’ direct participation in therkvof the reorganization, and the
introduction of SPRAC and similar committee struetucreated an environment that
encouraged participation and presented the Sclsomh@ entity. This stood in contrast to
a conglomeration of regions performing as isolagtbols. The new structure had a
strong influence on the behaviors of members of RGPhe interview participant spoke
to the benefits of the new structure in a posiligiet:
| can tell that we interact differently. Our graupave shifted and we have what
used to be separate units all over the state are btended now. That is
definitely more blended. We communicate more sshaol...That has definitely
increased with the new model...We are no longer s¢epamits although the old
way of thinking about them is still there becaut#heir locations.
In addition, the Dean and leadership teams’ agiau#icipation in the process, the
collaborative behaviors displayed in meetings amuhd decision-making activities, and

the ability to mirror the behaviors espoused indbeument, “One School, One Mission”

(Appendix E) were critical to creating an atmosghafrshared responsibility.
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Finding 4: Change in Structure Influenced Leader, Bllower Behavior and
Organizational Culture

The introduction of SPRAC, other committees withikar attributes, and ad hoc
meetings made it difficult to identify a clear d@on-making leader, other than the Dean
and Associate Deans. This positive developmenttivasesult of increased participation
in decision-making by leaders and followers. Th&aduggested that more staff were
taking accountability for decisions by taking tead. This depended on the decision
criteria and the mix of skills possessed by thosatiendance. While those with formally
designated leadership positions performed sometshgb functions, individuals who
did not hold formal leadership positions also toegponsibility for leadership functions.
Prior to reorganization, those in formal leadergpogitions sometimes failed to take
responsibility for leadership functions.

The University of ABC Board of Visitors (BOV) regnized that the highly
centralized structure in place at the time theyettlgyed COFU was not conducive to
decision-making and that it fostered the contineasfcpoor decision-making practices,
as well as the intransigence of leaders from vargmhools and administrative
departments. Decision-making was less than idehkallaboration was minimal or
nonexistent. These same conditions existed wild®S and the data provided further
evidence of inflexibility in conversations and dsons.

The introduction of the SPRAC committee and otherking groups with diverse
participation led to an improvement in conversaioAn interview participant spoke
directly to the positive changes brought abouth®yihtroduction of committee decisions

and the subsequent improvements in the SCPS waging business:
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...the conversations are different that people haves.h&ke people that do not
just stay in their lane. In higher education somes, they are referred to as silos.
| refer to them also as being silos with moats adodilnem, and you have to be
invited to cross the moat. So the conversation isavat people feel

comfortable, far more comfortable in having conaéons that take you across
the moat...people are beginning to see some of ¢xéiflity they can have to
have conversations with others and not just waftimglirection or worse yet, just
going off doing their thing.

Other interview participants noted the improvemaratmosphere within SCPS,
although one introduced a potential concern wighrtbw structure:
...I's what | was describing as far as the comfevil with the way that | felt |
understood and knew my work before, and what Ireagdonsibility over and
decision making ability within and then what it dgad to. | did not feel very
comfortable right away, with what my role was asa®a decision-making.
Another interview participant spoke to the transpay in the process and the inability of
members throughout SCPS to screen their actions $ayutiny:
People are more exposed, and so you are startsgpttheir weaknesses that
were hidden in the past. So that is interestirdyva@ are working on that, which
is why | say we are going through like a secondgawoization.
This last interview participant was thoughtful xpeessing a point shared throughout the
findings:
| think it's worked...We spent that first year gegtieverybody comfortable with
the new job, and then we did a lot, over the lastyears, we did a lot of process
re-engineering. That process re-engineeringhalhiew leaders were involved.
Now, they have taken that on as their own. Theaehmeen very invested in it, |
think. We got the policy framework in place. Wihappened at the SPRAC
meeting, a couple months ago, and this is the ready | think it worked. |

think people have bought into it. Not to say there not outliers. Not to say
there are not issues. There were before.

Finding 5: The Creation of a Safe Environment Infllenced Employee Conversations
The findings uncovered the importance of creatisgfa environment in which
the employees were able to express openly theteras during the reorganization. A

major goal was to provide a foundation that woulctease trust, particularly toward the
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Dean, senior leaders, and School administratoh& design selection and
implementation procedures for restructuring wetentional decisions made by the
implementation team to improve the success of tbegss. The data showed that the
team believed that transparency and that the gtcat@ndling of opposition and
resistance would increase the trust of the leageesitd implementation team. One of
the senior participants expressed the important@wahg confidence in the staff and his
role in creating an atmosphere that allowed leadedsstaff to perform the work he knew
they were capable of performing:

...being able to have confidence in others that tdaylearn what they do not

know and creating, hopefully, safe environmentdliem to learn. My role in all

that is to kind of model that and point out wherdw it well as a team and then
kind of talk about and help engage people on caatems about what is it we've
learned that can influence how we can do thingemihtly.
Another participant expressed similar feelings thairessed the belief that the
implementation team was successful in getting #ssage across to the employee
population:

| think there was a lot of need for trust and aotois did not feel as though we

completely trusted. I'd have to say that for thestrpart, folks have trusted that

it's going to work and | think, at least for mysetie reason | trusted so much
more was one, what | talked about earlier, whick what our senior leadership
team instilled in us when they stated, ‘trust nr&l $hen have given every reason
we should.

The data supported the participant’s overwhelnbielef that the creation of a
safe environment had improved trust during and #fite implementation: “...the other
unique thing is there are some people who feel roonefortable reaching out to me.
Some people feel more comfortable reaching outery®, or some to Marcia, and that is

all great. That's the way it should be.”

Another addressed the creation of a safe envirohagea process improvement:

72



...you see how an approval can possibly be donenvenaail instead of a
signature and just say, ‘Hey, | want to make thiange,” and you just present it.
As long as it is okay with audit and policy and ygmt the okay from your bosses,
then they you just do it.

Another participant was self-reflective: “If youawt change to occur, you have to enable

people to be participants and to not fear retrdyutf they don’t agree with you. I've

learned to develop think skin and not take it peasavhen people disagree.”

Finding 6: Engaged Leaders and Followers Influence®ecision-making

Another key finding from the study was the systeonapproach SCPS took to
decision-making. This was defined by leaders’ipgudtion in the process and a
collective distribution approach. The leaders@PS worked interdependently or co-
performed based on the situation. The decisioois ptace in the SPRAC, other
committees, and ad hoc meetings. The data proendsnce that the interactions that
took place in formal and informal meetings wereagjseimproved and that this was
attributable to improved collaboration and trust:

...people feel comfortable, far more comfortable avihg conversations that take

you across the moat. In other words, people agebing to see some of the

flexibility they can have to have conversationdgwathers and not just waiting for
direction or worse yet, just going off doing théimg.

The findings also suggest this new culture with@PS did not always result in
agreement or support of the prevailing argumest, i...decision making slowed
down.” Another participant articulated the isshis tvay: “Some of that is still going on
meaning, that issues are not being addressed attobls we have...” What prevailed
was the ability to work together, and sometimeg$ymagreeing to disagree.

It was clear that structural processes improvedefficiency and effectiveness of

decision-making. The data identified SPRAC agucsiral process put in place to
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improve the efficiency and effectiveness of decisaking. The committee included
employees from a diversity of backgrounds, expeasngeographic locations, and
levels. Decisions were made by consensus, witb#an's leadership team making the
final decision when consensus could not be reacAe&CPS, SPRAC and other
meetings became the critical structures that fedtére joint interactions of the leaders
and followers in leadership practice.

The committees created to facilitate decisiongntg were the means created to
improve leader interaction with other leaders aespnnel at the School. The
committee structure enabled the creation and ewolwf routines and tools that
transformed leadership practice. Conversationg waking place that were not present
in the previous structure. The findings providelence that a progression in the quality,
depth, and breadth of conversations and interdegenteractions was taking place.
The committee structure was providing SCPS with aad/inventive means to solve
problems. The leaders’ at SCPS created their oofs,troutines, and processes in an
effort to make data-informed decisions that wouigiiove the efficacy of decisions.
However, the University was responsible for theatom of some tools and routines
related to the new budget model and student regimtr system. The SPRAC committee,
which was a response to the University’s new stiatmitiatives, designed methods to
increase efficiency and effectiveness.

Another element was hoglecision-making influenced leadership practice
Leaders’ actions and the creation of an inclusiverenment were instrumental in
improving the efficiency and effectiveness of dexis made, i.e. “...we have created a

committee structure to look at processes. A cotemitructure and also ad hoc work
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groups to look at processes and policies and kithat’'s helped to improve both the
efficiency and effectiveness as well.” The datzeeded that leaders’ involvement
improved perceptions of what other leaders and &dtaff were doing to improve
leadership practice, i.e. “I think it's more effet | don’t think we’ve gotten the timing
down, but I think the committee work is taking mosgnership..” However, a focus on
leaders’ actions alone would ignore the importasfdeow interactions among leaders at
SCPS influenced the enthusiasm of the workforaeytiume of work accomplished, and
the practice of leadership.

The interview data show that participants’ resgsrjsstified the change to a new
paradigm,; that leaders were influencing the moitwvaof other leaders and School
members’ participation rates; and that these astioffiuenced the positive outcomes.
Most participants concentrated on outcomes, betiadl that the decisions reached, the
data points that supported those decisions, ankgdlaers’ participation in the process
within and outside of the committee structure wiastrumental in the results. One
participant said, “It will also enable us to deterenwhen we should sunset a given
program because metrics reflect that this is rogh market demand program at this
point in time.”

Another participant articulated how clarity impralvé...I think it is better than
before. I think before, nobody knew where anythwas. | think the other piece, too is
we have a shared drive and everything is beinghmure.” Another interview participant
focused on academic approvals, i.e. “... the acadappcovals process has been greatly
improved...classroom assignment is also improved. his participant spoke to both the

success of the process in yielding improved resaitd the ability to identify individuals’
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strengths within the new paradigm. He believedpttoeess improvements were a huge
part of the success of restructuring and improwedsthools financial reporting:

...we think we have been successful at this, arglgbing to have a large impact

on decision-making and the stability and sustalitgtwf our organization...we

have been able to find talent that was buried de#pe organization, pull that
talent up, develop them, and those people havly f@dassomed.

It had been shown that leaders could co-perforahsaiti work at cross-purposes.
The researcher observed leaders’ working at cragseges during the ‘wave meetings.’
The group still achieved the intended goal sineegiimphasis was on outcome. Leaders
do not have to agree to co-perform a leadershipn®when practice is distributed over
two or more leaders (or subordinates) areas obrespility.

Participants articulated throughout the intervi¢hat the reorganization, and
subsequent improvements in decision-making, wecessary and successful in
producing the desired results. As evidenced byl#ta and supported by observation,
strategic decision-making was enhanced by usingdtified tools and processes,
committees and ad hoc meetings that synergistipatijluced an improvement in the
practice of leadership. Leadership that was thisted beyond formal leaders stimulated
an atmosphere of collaboration and shared outcorfless. distribution of leadership
within SCPS was not accomplished by decree fronDimen, but through the design of
routines created during the reorganization. Tl&ibution of leadership transcended

formal leaders, and allowed leaders and staff abkgerform leadership work. The

evidence pointed to a new, evolving culture in SCPS

Finding 7: Leader’s Involvement Improved Efficacy d Decisions
The data suggested that leader action and thdameztan inclusive atmosphere

were instrumental in improving the efficiency ariféetiveness of decisions. The data
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reinforced that leaders’ involvement improved pptimas of what other leaders’ and
school staff were doing to improve the motivatithe communication of information,
influence, and practices of other members in thesic

The researcher observed the general acceptareraipyees, both during the
planning and wave meetings that the leaders’ of S®Ere shaping a culture that
confirmed the expectations of employees, and #datdrs could perform in the new
structure. Two participants suggested that althabg leader involvement was
efficacious, there was a learning curve: “l weleotine idea that we are going to try to
work smarter and do better process and cost sgViflge other participant added that:
“With my new title, | thought, that means | neednake decisions, not just supervise.”

The data suggest that there was a tendency ta tevald decision-making
models at SCPS, and that communications and aatierss hindered by regressive
behaviors. One participant expressed concerntivitlibusiness of influence and reality.
She concluded the Dean and associate deans arenodéld by those who have access to
them on a more frequent basis. As she said:

Some of that is still going on meaning, that issares’'t being addressed with the

tools that we have and there are a couple of pegbptehe dean has had in either

ear for a period of time and it's influenced soimi@gs, or it's kept, in my
opinion, it's kept some things from being reallpked at with a clear lens. So, |
wonder if a lot of that has to do with supervisorsibility to deal with hard
discussions.

Another leader expressed her concern about sorderleactions and behaviors,
as offered in a cautionary note on the behaviosoofe leaders and their influence on the
decision-making process:

| think there was hope for decision making to hagpaed for people to be held

accountable as a result of restructuring. Thatwhias going to kind of blow up
what had been in existence. | have been discodiagawing that two years out
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there is still not much accountability. There isavseems to me, to be less action
or fewer decisions being made from the top dowfeel like that was something
the School struggled with in years past. So, teathope and change that was
supposed to come out of this | feel like what hayggened is where the School
pre-restructuring functioned in silos we are starto back slide. There are
almost two tracks now. There are the groups opfgeeho are on board with
restructuring, they have moved forward in the neay wf doing business and
operating, and then there are the people that Ibese very resistant to change
and seem very stuck. The visual that | always hand those of us — | feel like
I’'m on that new track and those of us that fees kike're really kind of plowing
ahead in my smaller group, there’s almost a sehae’'oe constantly having to
pull everybody else behind and it's the one stewdod two steps back, that
whole thing.

This participant also would like to see a pericehi@luation of processes and decision

integrity throughout SCPS, with the frequency talb&ermined. This type of evaluation

was included in the original implementation plan.

Finding 8: The Situation (Tools, Routines, Structues) Enabled Leader Action on
Process Improvement

This finding focuses on tools utilized during tie®rganization—SPRAC, special
committees, ad hoc groups, training—with the puepafsfacilitating interactions
between the various participants throughout the8IchThe tools contributed to the
interactions needed to make informed decisionsagsdre a smooth process. Leaders’
activities influenced the individual and interparabstructures that emerged in SCPS.
Training influenced that emergence.

The situation is critical to leadership practideols, routines, structures, and
other aspects of the situation serve as bridgesdeet interactions with others. Aspects
of the situation mediate our interactions, anchese interactions, practice takes form.
The situation puts some elements of the interastatrihe forefront while downplaying

or ignoring others. These elements help definet \daalers and followers must be
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mindful of and how mindful they must be, i.e. tHRFBAC committee structure influenced

active conversations during attempts to reach oeds

Finding 9: A Shared Belief in the Schools TrainingMission Influenced the
Mitigation of Resistance and Intransigence

The data confirm that during the initial stageshaf reorganization initiative, the
SCPS leadership team, with the addition of a cavamof participants from around the
School (which would later become the Implementaiieam), sought consultation and
assistance from a human capital perspective. bjeztive was to overcome concern for
potential resistance and intransigence during anujange initiative, and to smooth
transition to the new organizational structure.e Téadership team decided that every
employee, except the Dean and Associate Deansdweapply for jobs throughout the
school. The employees were not limited to theaegn which they reside or the position
they currently hold.

With the input of consultation, the implementatieam decided it was best to use
behavioral interviewing with interview questions@ised on a group of core
competencies—accountability for results, teamwtaeilitation of change, and a focus
on quality. The researcher participated in mestaigvhich leaders expressed the
importance of enlisting Human Resources to tragmléaders’ on the new interviewing
method. This was a departure from previous practiat helped the interviewers feel
more confident about their ability to elicit resges that would be valuable indicators of
the candidate’s abilities. As supported by thedtte participants acknowledged the
efficacy of the process and felt the training wakigble in setting the tone for the

interviews.
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One interview participant articulated the procefssaining in this way:
...we did these in waves, three waves, the traifon¢he supervisors that were

going to be interviewing or actively involved irethext wave of hires. So we did
more how to interview, behavioral interviewing, did all that. Then another
training that we did on the heels of that was howw evaluate people here?
What ratings do we use, how do we define it?

Another interview participant concentrated on tfiea new processes had on people’s

new roles and behaviors: “...so | think peer pressulleeither encourage people to take

more initiative or figure out this isn’t, there’® more coasting anymore and | think,

yeah...There are a lot of people that are doing aflatork.”

Finding 10: A Focus on Strategy Supported Collecti Action

The evidence was clear that the University and S&tRategies were catalysts for
reorganizing. The University of ABC BOV and theeBident presented a broad outline
of strategies to faculty and staff on how to regptmnenvironmental factors that are
changing the traditional avenues of higher edunaand need for innovation and
collaboration. The mandate was extensive and lkglumscope of this study.

Four themes merged that were central to the stcagegls: Enhancement of
science and engineering; improvement of globakinaional programs and activities;
expansion of educational programs on leadershibjramovation in teaching and
learning. Strategy was a noteworthy impetus fonpting collective action, as
evidenced by this document review:

Significant and consistent collaboration and intéoa across all eleven schools

of the University are critical to fostering a stdhxesion, common goals,

innovative programs, and bold initiatives. Meaffimgollaboration and

interaction can differentiate the University in iarfant ways and build a

foundation for other strategies to achieve difféieion. Mechanisms to achieve

these ends include but are not limited to the Yalhg: Joint information, joint
learning, joint teaching and research, and jointise.
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The President’s call to faculty and staff—*We beé&dhat strategic vision and
bold leadership can enable us to overcome thesgatefies and transform the
University for the 21 century”—provided the motivation to increase dodleation across
schools and administrative departments, and sebtieefor collective action around
campus.

A key element of the finding was that the SCPSestyia goals built upon on the
University’s strategy The planning and eventual implementation of t6&®S
restructuring began with the Dean’s vision artitedin “One School...One Mission”
(Appendix F). The crux of the document reflectieel tUniversity of ABCs strategic goals
and provided the SCPS faculty and staff with arakeandate for moving forward. The
data provided evidence of a strategic focus onlaative view of strategy and goals:

1. Create organizational synergy within SCPS by pcawi “trustful communication
and understanding.”
2. Personal sweat equity can foster growth and coilétzm.
3. The value of an interdependent system/organizasiod,
4. Establish and actively participate in the commutndcaflow between outreach,
administrative, student, and academic services.
These findings provided strong evidence of a grat®cus on building the foundation
for collective action.

Another element was the participants’ perceptimiritie strategies influence on
collective action. The participant data confirnaations that supported both University
of ABC and the SCPS strategies. One participangnsaddressing the SCPS approach
to decision-making, said, “Everybody’s got a visafrhow that’s all going to work.”

She also addressed how the collective focus isauipg relationships outside of the

school:
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...our relationship with the University actors is chustronger that it has been... It
means we have people on University committees, ewverwere not represented
before. That has been intentional that we conmece with the University,
because that has been a problem.

Another participant provided evidence of the stiaense of responsibility in the
new SCPS structure, and his role in creating thatexl environment:

...my approach has always been that if you reallytyanple to buy into a

shared vision they have to have a shared role ke ntiee decisions. So, it never

occurred to me that it would be just one or twogleanaking decisions, we had
to get people to be engaged in it.
He articulated his responsibility in the creatidrcollection action:

...my role, the way | approach leadership is thededes a responsibility to try

to create some shared vision or help people toheeealue of a shared vision of

where they need to be that can inform you about wa need to do next. That
means not telling people that means you have tgusbtreate a picture but it has
to be an informed picture about why this directaom things | talked about
before.

The data suggested that other participants pomigthat collaboration was
lacking in the pre-reorganized structure: “...thea slecond part was helping each of the
individuals contribute to the group and to creatgaup culture. Before, there wasn’t
one.”

One final perspective on strategic influence diective action by a participant
speaks to the encumbrance that heavy workloadsmiraad the inability to find time to
be strategic:

Because of that, | think we were just burdened wadhinistrative work instead

of getting the strategic work and other work corntgiethat needed to be

completed. There was a lot of work that needdaetoompleted because we just
were not efficient.
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Between January and June 2011, the researchenvedghe volume of work that
individuals and departments had needed to compRtielget cuts and attrition left many

employees with workloads that ranged from 1.5 fotnes their normal workload.

Finding 11: The Dean’s Vision Influenced the Partipation of Leaders and
Followers

There was clear evidence of the Dean’s influencthe participation rates of
leaders and followers during the restructuring. Diean and his leadership team
identified competencies and behaviors that arecalito the success of SCPS in the
document, “One school, one mission” (Appendix KRy attributes of the Dean’s vision
that led to collective action included:

e Focus on how to increase efficiency, increase rnggevhile decreasing need for
UABC subsidy

e Find Solutions where they appear not to be....

e Create organizational synergy within SCPS by pecauai “trustful communication
and understanding”

e Value of an interdependent system/organization

e Conversations start/create organizations

e Personal sweat equity can foster growth and col&tlom

e Design is about “creating experiences that conssitrave” — “Design in how it
works” by Jay Greene

A leader previously expressed the importance obDian’s and leadership teams’ vision
when she stated:

| think there was a lot of need for trust andteolious did not feel as though we
completely trusted. I'd have to say that for thestrpart folks have trusted that
it's going to work and | think, at least for mysetie reason | trusted so much
more was one, what | talked about earlier which wiaat our senior leadership
team instilled in us as far as, “Trust me,” anchthave given every reason why
we should. To also being the concepts of the ahandrst may not have rang
quiet true with everyone.
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The researcher, during the planning stages ofdbiganization, observed the Dean’s
ability to garner support, using authentic commatan and fostering a shared sense of
responsibility.

Summary

All eight participants in this study contributemthe data collection that focused
on their role in the reorganization of the Univgrsif ABC School of Continuing and
Professional Studies. The participants were famiiith the strategic goals of both the
University and the School; how those goals, in cimaiion with declining enroliments,
were the impetus for reorganization; and the roég/iplayed in the process. The findings
and elements described in this chapter indicatetl¢laders understood the importance of
leader participation in decision-making, the cdilee view, and adherence to strategic
goals, and the significance of training in prepguigaders and followers to navigate a
major change project. The data also revealed there concerns that some processes
that were created or revised, and their implemamtaturing the reorganization, were
less than ideal. The findings provided evideneg the participants were committed to
the School and that they believed the changes bebeficial for the School’s future
viability and success.

The findings in this chapter were supported bydae from participant
interviews, physical observations, and documemnatiche University of ABC School of
Continuing and Professional Studies environmerg.re&gommended by Creswell (1994),
the researcher triangulated the data form thereifitesources of information.

Participants reviewed the draft of their intervidata for accuracy, and the researcher

consistently checked his biases to ensure incrdasstvorthiness of the study.
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CHAPTER 5: INTERPRETATIONS, CONCLUSIONS, AND IMPLIC ATIONS

This final chapter presents the conclusions andidaigons of this dissertation
research. The chapter discusses the interpretaitibre data analysis described in
Chapter 4, as well as the implications for theayaelopment, future research, and
practice. The following subsection briefly discesshe 10 findings from the data
analysis.

This descriptive case study examined the researektipn:What is the nature of
leadership amidst a participative change efforaihigher education setting as perceived
by active participants in the effortA qualitative research approach was used to aeepe
knowledge of leadership in higher education. Tlethmds of data collection were
physical observation, in-depth interviews, and doent review. Eight interview
participants contributed to the study and over @futhents were analyzed in a search for
patterns of meaning.

As noted in Chapter 4, this descriptive study posdlil1l major findings:

1. A participative approach to change influenced sgynat SCPS.

2. Leader participation greatly influenced collabarati

3. Leaders’ actions created a shared sense of refdapsi

4. Change in structure influenced leader, followerawédr, and organizational
culture.

5. The creation of a safe environment influenced egg#aconversations.

6. Engaged leaders and followers influenced decisiaking

7. Leader involvement improved efficacy of decisionsde.
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8. The situation (tools, routines, structures) enaldader action on process
improvement.
9. A shared belief in the schools training missiotuahced the mitigation of
resistance and intransigence.
10. A focus on strategy supported collective action.
11.The Dean’s Vision Influenced the Participation efaders and Followers
Clustering was used to integrate the data into mgér groups of similar meaning. The
clusters were then compared and contrasted toifigeffinities within the leadership

construct under study. This process resultedarfahowing three conclusions.

Conclusions
The findings in this descriptive case study predidn understanding of how
SCPS embraced leadership practice by creating\aroement where co-performance
and interdependency became routine. As describleavbthe conclusions of the study
begin to fill the gap in the literature on the matof leadership and its interpretation
within a school of higher education:

1. A patrticipative approach to change has an importaetin leadership
practice when interdependencies are defined binteeactions of leaders,
followers, and their situation.

2. The situation—tools, routines, structures, and o#spects of the situation—
mediate leaders and followers’ interactions. Witlhiese interactions,

practice takes shape.
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3. The distributed perspective, when serving as agddsiol for school leaders,
can be used to inform design decisions; strateggtstbn making in designing

leadership practice must be ongoing.

Conclusion 1

A participative approach to change has an importahe in leadership practice
when interdependencies are defined by the intevastof leaders, followers, and their
situation.

This study focused on the nature of participat@aelership during a change effort
in higher education, as perceived by active paudicis in the study. Typically, the level
of analysis for leadership studies has been antheidual level (Hollander &

Offermann, 1990). Missing from this analysis wassideration of the leader’s situation,
the subordinates led, and the leader’s effectiven&gpillane (2006) rejected the
individual level of leadership analysis becausepitaetice of leadership was not
considered.

There is empirical evidence that leadership gtge an influence on subordinate
performance and attitudes (Greene, 1975; Sos&,,e1997). Bandura (Bandura, 1986)
reiterated that position in his discussion of thiity of persuasive comments from an
influential individual to enhance a person’s betleit they can perform an action. Some
believe that a leader’s style can positively afeegroup’s strength, or its belief that it can
be effective (Sosik, et al., 1997).

Evidence from the study provides an understandirigow multiple leaders co-
performed the routine of decision-making. “Routiegers to a repeated and

recognizable pattern of interdependent actionsitivalves two or more people,” said
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Spillane (2006, p. 56). The study found evidenceamperformance of leadership
routines in several of the processes in SCPS. l&wed of analysis enabled the
identification of role differentiation and role al@p among leaders and followers in
many processes, but especially in decision-makirige research suggests that counting
the actions or roles of members of SCPS is unaatisfy in analyzing practice from a
distributed perspective (Spillane, 2006):

Interactions are key; therefore, it is essentiaralyze leadership practice from

the level of the group or collective. It is onlyq@n we analyze the collective

leadership practice that we can see how the peatgties shape in the interactions
as distinct from the actions of individuals. Ad\ggt models fail to notice and

investigate these interactions (p. 56).

While the actions of the leaders at SCPS are impgrit is in the interactions
between them that leadership practice is constlucAdthough a distributed leadership
perspective is not a recipe for effective leadgrgiactice, it offers a productive way of
thinking about leadership from a diagnostic andgteperspective. The patrticipative
approach to change played a role in leadershigipealsy enhancing the interactions
among members of the school.

A major finding from this study was how leaderarficipation influenced the
routines of other leaders and followers, which thestipitated action and became part of
the School’s culture. A major concern of the seteaders of SCPS was the breakdown
in synergy across the regions, which were geogcafiiidispersed. Prior to
reorganization, each region performed as a sepanditg that lacked coordination with
the main office and other regions. There was dafibn of effort across the regions,

which sometimes worked as five different schodlke establishment of common goals

and the active participation of formal leaders leadollaboration across regions. This
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influenced leadership practice and began to renttuesilo effect that had permeated
SCPS prior to reorganization. Spillane (2006) ki collaborated distribution as
“leadership practice that is stretched over thekvaditwo or more leaders who work
together in place and time to execute the sameltship routine” (p. 60).

The evidence suggests that leaders across regggas working together to solve
problems, such as the serious, escalating congefitom non-profit institutions. Two
of the regions were in highly competitive markats &ended to address competition
without concern about the decisions’ influence @PS operations. After the
reorganization, the regions and central office gedlgt began addressing the threats to
SCPS in a holistic manner. The culture was becgnass tolerant of a region or the
central office addressing problems in isolatiors described by Schein (1997),
organizational culture is a pattern of shared agsiams a group learns as it solves its
problems of external adaptation and internal irgegn. The culture of SCPS developed
through the influence of its leaders while the urdtaffected the development of its
leaders (Bass & Avolio, 1994). There was an atmespbf co-performance, in which the
actions of leaders and followers were based ontifipm one another across regions.
The reciprocal interdependencies, actions in theesame and place, enabled (or
potentially constrained) the actions of each other.

Prior to reorganization, conversations within SG&&led to focus on individual
leader performance and the influence these leddel®n the operations of the school.
In turn, development had the same focus and oftgiented to address the interactions
of leaders with other leaders or leaders with fe#os. Post reorganization that focus

was in transition as leader participation in systeite processes influenced synergy in
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the culture.There was a determined effort by SCPS to eschegréad man theory of
leadership practice, which stipulates that a sitegder has enough influence to alter the
culture of the entire organization. This great rtiaory failed to consider the leader’s
situation and effectiveness. The interactions betwleaders and between leaders and
followers was absent from the analysis. In comti@€PS focused on the interactions of
leaders and followers working in concert (Hollan&e®ffermann, 1990).

Members of SCPS considered themselves a collab®goup. They
concentrated on the interactions taking place mradtee meetings (Spillane, 2006).
Weick and Roberts (1993) characterized this as@¢tteedfully. Spillane (2006)
describes the interactions between two or morelpexgpco-performance or joint action,
a leadership practice. These mutualhacted actions influenced the norms and beliefs of
members of SCPS and inculcated into its leadesiagtices. The interactions of School
members became routine and a social norm of SR8 leaders’ influence on
organizational culture also created a sense oedhasponsibility. The introduction of
the SPRAC committee and other working groups oéidig participation and function led
to an improvement in conversations dissimilar ®-pgorganization. Prior to the
reorganization, SCPS operated on a division ofrlalheaders in different positions and
regions performed various functions with consideralverlap. Spillane (2006)
suggested that responsibility for leadership flomdiwas typically distributed across
three or more formal leaders, a factor that wagmetin SCPS prior to reorganization.
One of the surprising outcomes from reorganizatvas the speed with which a culture

of shared responsibility took place at SCPS.
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Bass (1985) posited that effective leaders geaeratreness and acceptance
among employees for the purpose and mission ajrihiep, and the encouragement of
employees to look beyond their own self-interesisTefines leadership in terms of its
positive effects on outcomes and fails to addresddader interactions that influence
motivation, affect, or co-distribution of practi¢®pillane, 2006). The tendency to feel
solely responsible for an outcome was mitigatedtdwsecollaborative, interdependent
culture within the School.

The leaders’ participation in the decision-makgngcess also had a strong
influence on decision quality. The leaders’ actiand creation of an inclusive
environment were instrumental in improving theaéncy and effectiveness of
decisions. The data provided evidence that thdelsainvolvement improved
perceptions of what other leaders and school at@fé doing to improve the motivation,
communication of information, influence, and prees of other members in the School.
However, to focus on leaders’ actions alone wogiwire how the interactions among
leaders and leaders and followers at SCPS influktimeenthusiasm of the workforce
and the volume of work accomplished, which assidtecpractice of leadership
(Spillane, 2006).

The study results showed that leaders could ctmpe+—through collaborated
distribution—and still work at cross-purposes. Tésearcher observed leaders working
at cross-purposes during the ‘wave meetings,” mgetilesigned to prepare the staff for
the impending reorganization. Yet, the leadeikasthieved the intended goal. Leaders
do not have to agree in order to co-perform a lesddie routine when practice is

distributed over two or more leaders (or subordispareas of responsibility. “Being
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heedful of another leader’s practice does not rezcéyg entail responding in a way that is
supportive of that practice” (Spillane, 2006, p®- ). Bandura (1986) suggested that
persuasive comments from influential individuals;ts as leaders, can enhance beliefs
regarding one’s ability to successfully performagkt That does not subjugate
heedfulness. Weick and Roberts (1993) identifead fnterrelated processes involved in
groups acting more or less heedfully:

e ...individuals create the social forces of group lifieen they act as if
there were such forces

e ...when people act as if there are social forcey, thastruct their actions
(contribute) while envisaging a social system dafj@actions (represent),
and interrelate that constructed action with thetesy that is envisaged
(subordinate)

e ...contributing, representing, and subordinating ter@goint situation of
interrelations among activities, which Asch (19p2252) referred to as a
system, and

e ...the effects produced by a pattern of interrela@etivities vary as a
function of the style (e.g., heedful-heedless) ab as the strength (e.qg.,
loose-tight) with which the activities are tied &blger. (pp. 362-364)

The participants also believed that strategy math#uence on collective action.
The Dean of SCPS authored a document, “One Schoak.Mission,” that proved to be
a mandate, from the participants’ perspectiveschvbontributed to the coordinated
distribution of leadership practice at the Schddiny routines at the School lent
themselves to sequenced interdependencies, i.butlgeting and student admissions

processes. Many participants noted the effects®onédecisions made and the influence

of those decisions on the completion quality ofecoractices.
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Conclusion 2

The situation—tools, routines, structures, and odspects of the situation—
mediate leaders and followers interactions, andinithese interactions, practice takes
shape.

This study focused on how a systematic approadedcsion-making was defined
by leader patrticipation, and how that approachugrited organizational alignment in
programs, resources, and locations. The SCPSrkebdkeved it was critical for them to
have the ability to track, allocate, and monitoaficial resources that support the
School’s mission. A new vision of leadership igher education suggested that leaders
should be process centered, collective, contexmbomon-hierarchical, and focused on
mutual power and influence (Kezar, et al., 2008b)SCPS, the situation defined
practice in interactions with leaders and follow@pillane, 2006). Different tools
deployed by SCPS enhanced the practice aspedieofi@pendencies by improving the
interaction of the organization’s members.

Leadership Participation. The findings provided strong evidence that
participative leadership improved the function ofgessesAn interesting outcome of
the SCPS reorganization was improvement in progeabty. This was a direct result of
leaders’ participation, which increased collabamatitrust, the efficiency, and
effectiveness of decisions. SCPS now had thetybalialign revenue with programs by
location, and to track resources assigned by regimgram, and location. In the past,
the inability to track revenues and resourcesi®lével of detail prohibited the School

from making informed decisions about courses ipagfolio. Spillane (2006) described
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the actions of these leaders as reciprocal inter#gncies, in which each activity
requires input from the other.

Decision-making. Some participants expressed ambiguity in commamteir
role in the change process and their contributiotketcision-making. The data suggested
that a clear leader was not identifiable, and ledership was fluid and depended on the
decision criteria and the diversity of meeting iadtees. As reorganization progressed,
there were increased interactions between leatersther leaders, as well as leaders
and followers. This created a shared sense obnsdplity. A study of more than one
hundred U.S. elementary schools revealed that nsgmbty for leadership functions was
distributed across three to seven formally desgphégadership positions (Camburn,
Rowan, & Taylor, 2003). This was similar to acgan SCPS, in which informal leaders
were included. Heller and Firestone (1995) found study of eight elementary schools
that multiple leaders, including school districtgmnnel and external consultants, were
taking responsibility for leadership, which wasidetl as a set of organizational
functions rather than a particular administrativedtion. The findings suggested similar
results in SCPS. While those with formally desigddeadership positions performed
some leadership functions, individuals without fafieadership positions also took the
responsibility for leadership functions.

Process.Process had a strong influence on decision-maklige data identified
SPRAC as a structural process put into place toawgothe efficiency and effectiveness
of decision-making. The committee consisted of leyges from a diversity of
backgrounds, experiences, geographic locationslemets. Decisions were made by

consensus, with the Dean’s leadership team makim@jrtal decision when consensus
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could not be reached. The role of SPRAC and otlestings were critical in the
distributed perspective on leadership practicellgya, 2006).

The committees that were created to facilitatesitee integrity were the means
that improved leader interaction with other leaderd personnel at the school. The
committee structure enabled the creation and eeolwf the routines and tools that
transformed leadership practice. Conversationg waking place. The findings provide
evidence that a progression in the quality, degutid, breadth of conversations and
interdependent interactions was taking place. cdmemittee structure was providing
SCPS with new and inventive means to solve prohleftsording to Spillane (2006),
routines or the use of particular tools could bealified and revised: “As a result, the
scripts for routines and tools are changed. Tdw@swere designed for one purpose can
take on a new purpose through practice” (p. 84)e [Eaders at SCPS created their own
tools, routines, and processes in an effort to nuata-informed decisions. However,
University direction created some of the tools emdines related to the new budget
model and student registration system. The SPR#Qnattee was partly a response to
the University’s new strategic initiatives thatledl for methods that increased efficiency
and effectiveness.

Improvements in the decision-making process hsttdomg influence in
solidifying the structure. Participants articuthteroughout the interviews that the
reorganization and subsequent improvements inideemaking were necessary, and
that they produced the desired result of data-méat decisions. Evident in the data and
supported by physical observation, strategic desisnaking improved by using

committees and ad hoc meetings that led to imprewein leadership practices
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(Spillane, 2006). Collaboration and shared outcoresglted from leadership practices
distribution beyond the formal leaders. The duttion of leadership within SCPS was
not accomplished by decree from the Dean. Thegdedipractices that became routine
during the reorganization lead to the distributbdeadership beyond formal leaders.
This allowed leaders’ and staff alike to perforradership work. A new, evolving
culture was present within SCPS.

Training. At SCPS, there was a shared belief in the Schemalising mission.
Several interview participants and observation icord@d that during the initial stages of
the reorganization, the SCPS leadership team saogisultation and assistance from
human capital. The overarching concern was oveirggpthe potential resistance and
intransigence borne from restructuring. Nadler @anghman (1990) believed that
responding to environmental changes by improvirgetticiency of systems and
processes alone does not work. These environmeatals “...put a premium on
executive leadership and the management of systelemavganization change” (p. 77).
The findings reinforced the decision of SCPS’s é&rado address their concerns.

Barriers. There was a strong belief in SCPS that effectiadéeship required a
collective way to overcome the barriers within slthool. The findings pointed to the
use of training that improved their awareness ¢épital barriers and negative behaviors
such as decision-making that was intermittent faativeness, a lack of trust in leaders
and managers, and a dispersed operating envirorthregrdid not lend itself to
collaboration. The leaders and followers were ableentify the aspects of the situation

that constrained leadership practice and to finthous to shape leadership practice in
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the form they desired (Spillane, 2006). SCPS cedifhany of its expectations, and

provided reinforcement for heedful interrelatioMgegick & Roberts, 1993).

Conclusion 3

The distributed perspective, when serving as agtetsiol for School leaders, can
be used to inform design decisions: strategic dacimaking in designing leadership
practice must be ongoing.

The leaders of SCPS were intentional when theyl@yed a participative
approach to the reorganization. A participativprapch provided them with a set of
ideas that could be used to inform their designsitats (Spillane, 2006). The creation of
the SPRAC committee allowed leaders to begin thimlebout decision-making in other
situations, and to adjust continuously as it becesnéne.

Distributive Perspective. As far back as 1979, research recognized theofoss
resources in higher education from declining buslgebse structures, and failure to
adapt to contemporary issues in the environmenifR1979). There was also concern
that strategic change would not be enough to biteakatterns of inertia in higher
education because real change required crisis tonsli{Pettigrew, 1987). Calls for
change from the environment were not considerdugher education. SCPS not only
heeded the call but also designed the reorganizatiplementation from a participative
perspective. An unintended outcome was that lshgepractice strengthened the
interactions among leaders and leaders and follwikmwas believed that leadership
effectiveness would only be realized when collaboneexisted amongst academic and
administrative leaders of the institution (Bensimd®87). SCPS made great strides

towards improving leadership effectiveness.
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Another finding was the belief that leaders nedbetteate a safe environment if
they were to engage the talents of members. Huefe’ subsequent actions proved to
be essential to developing the present state d@eS. The leadership team understood
and acted on the importance of creating a safe@mwient by allowing employees to
express their concerns openly during the reorgéinizalLeaders’ awareness and
accountability for employee interactions and safegye introduced in training during the
planning stages and later became a design elem#m reorganization. The
reorganization achieved its aim: a collaborativdlective, and coordinated distribution
of practice. As Spillane (2006) concluded: “Thstabution of responsibility for
leadership can resudy designfrom the decisions of formal and informal leadeither
individually or collectively” (p. 41).

A major goal was to provide a foundation that vaomicrease trust, generally, and
more specifically towards the Dean, senior leadsrd, school administrators. The data
repeatedly found that School members were vocaldaatings without fear of reprisal or
sanction. As the reorganization progressed, iotienas between leaders and other
leaders, and leaders and staff, increased. Trpimas not the reason interactions
increased; instead, it acted as a catalyst inntteeactions with others within SCPS.

According to Spillane (2006), designing an orgatian from a distributed
perspective provides a particular way of thinkihgat academic leadership. Spillane
(2006) posits that as least three design principtescentral:

1. Thepracticeof leadership should be a central focus in efftrtsnprove School
leadership because it is a more proximal causestitictional improvement than
leadership roles, processes, or structures.

2. Intervening to improve leadership necessitatesie tointeractions not just

actions, because leadership practice takes shdpe interactions among leaders
and followers.
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3. Intervening to improve leadership practice requattsntion to the design and
redesign of aspects of teguation such as routines and tools, because the
situation helps define leadership practice. ([3999)

Bass (1990) believed that superior leadership ootyrred when leaders
broadened and elevated the interests of their grap&) who needed to look beyond their
own self-interest for the good of the group. Hdeththese actions transformational
leadership. Kouzes and Posner (2002) felt in aildominate in the Zicentury,
leadership needed to be, “...more envisioning, engpband empowering,” (p. 131all
of which was central to transformational leadershilthough there was a call for more
transformational leaders in higher education, tleeanchical structures within higher
education did not lend themselves to this formeaflership (Kezar, Carducci, &
Contreras-McGavin, 2006c). The academic functiohigmer education consisted of
faculty who work independently on scholarly pursuénd were a primary source for
leadership positions in the university. Charasterally, the faculty were not rewarded
for their collaboration and vision.

The Leader-plus Aspect. The leader-plus aspect, a distributed perspeotive
leadership, suggests that leadership does noerasitie offices of the formal leaders of
the university. This view of leadership recognitest leading schools requires many
serving in a leadership capacity. A distributeatliership perspective acknowledges and
incorporates the work of all the individuals whayh part in the practice of leadership
(Spillane, 2006). A distributed perspective to atiip puts leadership practice in the
forefront rather than the Dean or Associate Dedrse design employed at SCPS was

beginning to emulate a distributed perspective&alérship.
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The finding that a collective view of strategylugnced collective action at the
School was expected and somewhat surprising becétise strength of the collective
action and the adherence to University and SCREegies. This was expected because
an impetus for restructuring was generated froredtstrategies, which was a form of
coordinated distribution, which Spillane (2006)idetl as “...leadership routines that
involve activities that have to be performed inaatigular sequence” (p. 60). The finding
was surprising because collective action acrogsmegvas non-existent prior to
reorganization. The SCPS strategy was develogedtat University adopted its new
strategic vision. There was interdependency is ¢ituation similar to the actions in a
relay race where the runners pass the baton.

The documents provided evidence of a collectigéitutional approach to
operations that were further supported by intergiewd physical observation. When the
University of ABC adopted its new strategy, bussedated decision-making increased
in rationality. The University of ABC, a public wersity, was receiving demands to
conduct its activities in a more business-like neanand to accomplish this successfully,
the University needed collaboration amongst akettalders (Bolton, 1996; Davies, et
al., 2001). Navigating through the complex envinemt of the University would require
increased leadership effectiveness that could loalsealized when collaboration existed
among administrative and academic leaders (Bensitr88Y).

Strategy. The University of ABC'’s strategic plans focusedaalvancement of
the University. To respond to the complex educational, socialtipali and economic
concerns of its stakeholders, the University ned¢deghgage in a leadership practice that

encouraged the interactions of School leadersyvi@ts, and the various aspects of the
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tools and routines endemic to the University (8p#, 2006; Spillane, et al., 2004). The
University of ABC is a complex organization definag external challenges, technology
advances, globalization, and duel governance. rBajgired leaders who were skilled at
creating an environment of collaboration, flexityiland adaptability of structures and
processes, participation, and autonomy (Bass & idy@P90). The University’s mission
is to develop a core group of leaders who can emgath the faculty and staff in change
and transformational processes (Bass, 1990; Wishkie®007).

TheSCPS strategic goals built on the University of A&€ategy. A minor
theme running throughout the document reviews atethiiews was the focus on the
University and School’s strategies. The planning enplementation of the SCPS
restructuring began with a philosophy gleaned ftbenUniversity of ABC strategy. The
many documents provided insights into the UnivgrsitABC'’s strategic goals, gave the
SCPS faculty, and staff a clear mandate for mofongard. Spillane (2006) called this
coordinated distribution, “...the leadership praciiceolves leaders co-performing a
leadership routine in which they work separatelyogether on sequentially arranged
leadership tasks that are necessary for the peafacenof the routine. The completion of
multiple interdependent activities arranged sedabyis critical in co-performing many
leadership routines” (p. 66).

Summary of Interpretations

The literature used to interpret the conclusiorsandrawn from a variety of
fields, including leadership, governance in high@ucation, organizational culture,
organizational change, organizational psychologganizational dynamics, public

administration, and organizational complexity. Whhe range of literature was broad,
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there were similarities across the findings. Theew/alues and assumptions in the
School were prescient in revealing the findingseyinformed the practice of leadership
in the School, and exposed the co-performancerdgadactions of leaders and followers.
The findings indicate a participative approachhargye that influenced the motivation to
co-perform, as evidenced by the formation of lesligrroutines that fostered reciprocal
interdependencies. The findings related to decisn@aking shared a trait similar to
collective distribution, the ability to work intezdendently but separately. Additionally,
the findings indicated that the structure and reegipracticed during restructuring
provided leaders with the ability to address preessand procedures in a systematic
manner, leading to decision integrity and effecte®s. This study was concerned with
the organizational level of analysis, but it is on@ant to acknowledge that senior leaders

influenced interactions and the practice of ledugrat SCPS.

Summary of Conclusions

This descriptive study has drawn conclusions blegin to fill the gap in
understanding the nature of leadership within éigpative change effort in a higher
education setting as perceived by active particgpamthe effort. It was discovered that a
participative approach to change plays an importaetin leadership practice and the
interactions of leaders, followers, and their ditra The tools, routines, structures, and
other aspects of the situation mediated leadesTalfowers’ interactions, and allowed
leadership practice to move to the forefront. HFynghe study concluded that a
distributed perspective, when used as a desigrf@ao&chool leaders, could inform

future design decisions and that strategic decisiaking must be ongoing when
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designing leadership pract. The conclusions of the study prompt questionsc¢hatbe

resolved by further study.

Implications for Theory Developmen
The primary theoretical lens for this dissertatiesearch was distribute
leadership (Spillane, 20083ased on the analysis output and interpretatiare are
recommendations for future theory developmn the area of leadershifrigure 5.1 is ¢
representation of the conceptual framework usedismstudy, and is followed by

discussion about enhancements that the researcid wmake for future exploratio
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Figure 5.1. Newanceptual framework for distributed leadershijhigher educatic.
Poses “how” questions on leadership routine, folismutual establishment of practi
and framing of interactions on aspects of the sz

The practice of leadership focus on interactions of leaders, and leaders
followers does not address a critical aspect oftpra in many kinds of organizatior

i.e., those with primarily transactional operati. The practicality of the theory shot

be explored in a heavily transional environment, i.e. human resourdasnefits or

103



recruitment functions. How will the theory pertaman organization with a large
population of disengaged employee? What couldheénfluence of a distributed
practice model on the interactions between leaaletdsdisengaged employees? Lastly,
how can leadership practice be sustained by usdigt@butive lens over a five-year
period in an organization that experiences repedyadmic changes, i.e. newspapers?
The exploration of these answers might provide oppdies to enhance the model and

the practice of leadership in non-academic enviremis

Implications for Future research

This subsection explores recommendations for éutesearch based on
limitations and delimitation designs of this studg,well as insights drawn from the
researcher during the research process.

There areseveral important insights about future researahhihve been revealed
by this research study. First, it is importanidentify aspects of the situation that enable
or constrain leadership practice and have shapgedrtttice The study revealed that a
participative approach to change has an importdatin leadership practice and the
interactions of leaders, followers, and their ditwra (Spillane, 2006). Future research
should focus on identifying which aspects of thaation influenced leadership practice.

Secondco-performance was enabled in the leadership resitinat emerged from
the design of the reorganization. How did leaderphactice become routine? What
tasks or activities went into the execution of noe® Who was responsible for the
execution of these tasks? How does distributedleship during a change initiative

enable improvements in interactions and serviceelsl (Fitzgerald, Ferlie, McGivern,
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& Buchanan, 2013}-uture research can focus on the formation of actesns and how
they lead to leadership practice and routines.

Third, future research should focus on how leaders caipeaa particular
leadership routine and how followers mutually ca@ogt this practice. As part of this
research, it will be important to understand whaspects of the situation frame
interactions between leaders and between leaddrolowers in the practice. Future
research should focus on deepening the practiacaspdistributed leadership.

Fourth, new routines and tools are just one datieleadership design challenge.
Another critical component involves ensuring thaitmes and tools meet the purposes
for which they were intended. It will be importantknow how much design influences
leadership practice. Must you redesign the proteesgasure viability and sustainability?
Does the design evolve organically or does it negimtervention? Future research might
bring light to the influence of design on leadepshiactice and speed up its evolution.
As Spillane (2006) suggested, design that is ne¢dan careful diagnosis can
undermine efforts to transform leadership practice.

Fifth, the study revealed that a participativerapph to change during a major
change effort had a significant influence on lealgr practice by facilitating the
interactions between leaders and leaders and fetlawA study of why this was
effective needs to be explored in other higher atlan settings. The majority of
research on distributed leadership focuses on el&meand middle school
environments. The constructs demand exploratidngher education, first to explore its

efficacy in other university settings, and secoadduse many other forms of leadership
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explored at the university level have not provebecefficacious in addressing the
dynamic change environment faced by higher educatday.
Implications for Practice

This research looked at the interactions betweaddrs, as well as the
interactions between leaders and followers. Mudhe prevailing research viewed the
construct at the elementary, middle, and high sklewel, which are different cultures
from higher education. Higher education conceagrain the development of leaders
without consideration of the interactions that erdealeadership practice. This condition
is exacerbated by lack of consideration for theasion, influence of informal leaders,
and organizational design. The implications faqgbice seek to address these flaws

If leadership practice takes shape in the intesastamong leaders and followers,
the leaders in higher education should consideeldgeing the practice of leadership, as
opposed to thinking exclusively of developing folteaders in the institution, “... it is
now accepted that leadership skills and capalshktgnd well beyond the formal head,
and that involving senior and middle leaders islifko enhance the quality of decision
making” (Bush, 2012, p. 649evelopment efforts are more likely to be succdstfu
they work on interactions rather than focus exeklyion the actions of any one leader.
The actions of one leader are not the only elentbiatsgive shape to leadership practice.

A distributive leadership perspective suggeststtatevelopment of leadership
practice needs to involve careful attention toditgation, the tools, routines, and other
aspects. Spillane (2006) suggests one strategrouiding leaders with a tool kit of

routines and tools and then, helping them use ttoedg in their practice.
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A distributive leadership perspective also suggistsorganizational structure is
a critical component of successful change initegiand leadership practice, “...schools
that are successful have re-structured and reqgesitpemselves deliberately so that
leadership can be more widely shared and spreaattig;1 2012, p. 13).

It would be instructive if academic leaders coudgliat their level of analysis
when evaluating leadership practice. There apgdedre too much reliance on formally
designated leaders, while leadership practice sdaunteractions involving formal
leaders, informal leaders, followers, and theiation. It will be important to create
methods for documenting leadership practice, agsggbto the actions of individual
leaders.

During reorganization or other significant chanferg a periodic evaluation of
processes and decision integrity should becomeopéine design. “Leaders’ must
account for the systemic emotional dynamics at plafie face of adaptive challenges
and the disturbance to established role relati@aszsimons, James, & Denyer, 2011, p.
324).This will provide feedback during the change precasd allow for fine-tuning that
improves project outcome.

Concluding Remarks

The opportunity to study the School of Continuamgl Professional Studies
through the lens of distributed leadership was bwilque and exhilarating. The study
was unique because studies of leadership in higghecation typically utilize leadership
models that are prevalent in the business sectbr @&sl charismatic, transformational, and
trait. From my perspective, these traditional éanef analysis are ineffective in

capturing the traditions and collegiality prevalena university setting. The study was
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exhilarating because the focus on leadership peetid the interactions between leaders
and between leaders and followers provided an emgagtervention to both the
researcher and the participants in the study. fotwes allowed conversations that were
natural, without obscure terms and non-threatenifiie leadership team at SCPS gave
credence to Austin, et al.’s (1997) position ond&raic institutions’ response to change
by visualizing the future and designing a procss$ wvas implemented more quickly
than traditional change initiatives in higher ediara
Some have suggested that changing academic imstgus somewhat akin to
moving to a graveyard. Others observe that theetest of organizational

leadership is the capacity to facilitate chang®diding on the past and
envisioning the future (p. 31).

The site of the study provided an opportunityxpase the many layers of an
academic setting and to observe the innermost titewmnd concerns of academic
leaders. Although the leaders at SCPS would hesfeped to manage the School
without a restructuring, their approach to changs vefreshing. The perceptions, state
of mind, and safety of the employees were overwhggroonsiderations throughout what

became an inspirational process.
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APPENDIX A
SITE AGREEMENT
Date:
From: Eric Coleman, Researcher for the George Washgton University

Re: Site Permission for George Washington Univertsi Off-Site Research Activities

This memorandum of understanding between Eric CatgerResearcher for research
under the auspices of The George Washington Uniy€GWU) and University of ABC
School of Continuing and Professional Studies (SGR8ines the terms of conditions
for which research will be completed at SCPS.
The following data will be collected and used bg Besearcher and GWU for purposes
of conducting research about SCPS:

e Public and non-public documents that describe llamge effort and the practice

of leadership at SCPS

e Interview data collected from employees at SCPS

e Observational data collected by the ResearcheCRISS
The Researcher will take all reasonable care tarerthat the names of the organization
and employees involved in the research will rencaimfidential. No identifying
information will be included in the final reporin addition, the Researcher will make all
reasonable efforts to ensure that the data cotleetmains confidential except that which

is anonymously discussed in the final report.
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The officials with proper authority at SCPS haverbaformed about the research
purpose and data collection methods. I/We hereagtgermission to Eric Coleman to

visit our site to conduct this research.

Name & Title Date

Name & Title Date
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APPENDIX B
INTERVIEW PROTOCOL
What is the nature of leadership amidst a participsive change effort in a higher

education setting as perceived by active participdsa in the effort?

Time of interview:
Date:

Place:

Interviewer:

Interviewee:

Position of interviewee:

Thank you for agreeing to speak with me for thet ieur. A pseudonym will be
used, and your responses will be kept confidenifdith your permission, this interview
will be tape recorded for the purposes of transegiland analyzing the data for use in my
dissertation. You can stop the interview at ametfor any reason.

To get us started, let me tell you about what liaterested in learning. | am
interested in your perceptions of the nature adléeship in the middle of a participative
change effort at SCPS. | will be asking you aeseaf questions aimed at gaining this
information from you.

Questions for internal participants
1. Have there been any shifts in the way businesscsmaplished at the school?
Probe: What drove the transition?
Probe: What does it look like now?
2. How did you think about and approach decision-mglfter the
implementation?

Probe: Describe how decisions are made.

3. What part did you play in the change?
Probe: Describe how you manage and lead your gomlgy
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APPENDIX C
Documents Reviewed
. Organization strategy

. Newspaper articles

. Archival records

. Meeting agendas
. Meeting minutes
. Standard Meeting Protocol

. Marketing Material
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APPENDIX D

TRAINING GUIDE

SCPS Skill Development
and Training Guide
DRAFT - February 2011

Leadership

v

Mission, Vision, Priorities,
Planning, Communication,
Supervision

Values, Ethics
+ All Supervisors

Hiring, Interviewing,
Performance Management,
Communication
Technology +> All SCPS

MS Office Suite, CRM, AY,
Oracle, SIS

Personal

All SCPS
Devel?ment

Presentation, Interpersonal,
Organizational, Career
Development

Customer Focus +>AII SCPS

v

Communication, Listening,
Experience Engineering,
Facilities, Customer Service

+Wave 1 Supervisors

Financial

v

Budgeting, Planning, RCB,
Accountability, Metrics

Wave 1 Supervisors+

Academic

Inteérity

Program Development,
Policies, Adult Learning,
Online Delivery, Evaluation,
Faculty Development

Academic Function +

All SCPS Continuous
Improvement

Process Mapping, Process
Improvement, Project
Management, Strategic
Planning, Metrics, Evaluation

Professional
Development

All SCPS Q)

Skills Development,
Certifications, Degree
Completion

All SCPS «®| Communication

v

Written, Verbal, Non-verbal,
Presentation, Problem-
solving
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APPENDIX E

DEAN'S VISION

One School...One Mission
Framing my perspective and ideas...

“Organizations are networks of conversations. In order to change an organization, you
must change the conversation.” - Anonymous

e Focus on how to increase efficiency, increase revenue while decreasing need for THE
UNIVERSITY OF ABC subsidy

e Find Solutions where they appear not to be....

e Create organizational synergy within SCPS by practicing “trustful communication and
understanding”

e Value of an interdependent system/organization
e Conversations start/create organizations
e Personal sweat equity can foster growth and collaboration

”n

e Design is about “creating experiences that consumers crave” — “Design in how it works
by Jay Greene

e Shift rather than change — “Nine Shift: Work, life and education in the 21* century” by
William Draves and Julie Coates, LERN, 2004

0 Shift One: People work at home
0 Shift Two: Intranets replace offices
0 Shift Three: Networks replace pyramids
0 Shift Four: Trains replace cars
0 Shift Five: Dense neighborhoods replace suburbs
0 Shift Eight: Half of all learning is online
0 Shift Nine: Education becomes web-based
Proposed Structure for Outreach and Sustainable model regardless of location and role

e Qutreach function reports to Dean.
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Use existing facilities as regional centers.

3-4 Qutreach Directors

5 regional centers

Marketing department is part of this function

Audience includes non-traditional adult learners in the State and beyond (national and
international)
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