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Abstract 

The purpose of the study was to apply transformational leadership theory to the context 

and management of teaching performance within a higher education setting.  The aim of 

this study was to create an integrated performance appraisal and development framework 

that incorporated the faculty performance evaluation process with an instructor 

transformational leadership development curriculum in order to improve student 

outcomes within a college at a private Midwestern university. The approach utilized for 

this study was a sequential mixed-methods methodology that included the 

implementation of a quantitative method first, followed by a qualitative method to 

operationalize the findings within a college performance management context.  The 

solution proposed for this dissertation in practice is the implementation of a prototype of 

the integrated framework in the college context associated with this study.  The prototype 

will be implemented by utilizing a collaborative, multi-phase approach grounded in 

dialogic organization development, transformational leadership development, and action 

learning. This study is expected to make important contributions to the literature in the 

areas of transformational leadership and performance management system effectiveness 

in the higher education context.  Additionally, the execution of this study promised to 

improve institutional policies and practices associated with the use of a performance 

management system in a higher education context   

Keywords: Transformational leadership theory, transformational leadership, performance 

management system, higher education, faculty evaluation, integrated performance 

appraisal and development framework 
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CHAPTER ONE: INTRODUCTION 

Introduction and Background  

 Colleges and universities operate within a complex environment where political, 

economic, social, technological, and competitive influences converge to create strategic 

performance management problems for organizational leaders.  The integrated nature of 

these influences, together with the organizational culture and loosely-coupled structures 

of higher education institutions, creates a challenging context for the application of 

traditional strategic performance management tools.  Some universities have 

implemented performance management systems where employee performance appraisal 

and evaluation processes are integrated with incentive programs to motivate and improve 

employee performance at multiple levels throughout the organization.     

 The performance of academic units is dependent on the quality of faculty 

performance in teaching, research, and service-related activities.  Evaluating faculty 

performance within and across these various activities is a multidimensional evaluation 

problem (Bana e Costa & Oliveira, 2012).  Problems of a multidimensional nature may 

require comprehensive systems that capture the differences between individuals’ 

performance and the comparison of that performance to broad mission or organizational 

goals (Bana de Costa & Oliveira, 2012).  Moreover, advocates for comprehensive 

evaluation system design strongly recommend alignment or “fit” between the evaluation 

system and the features or requirements of the context (Arreola, 1999; Bland, Wersal, 

VanLoy, & Jacott, 2002).  Therefore, institutions with a teaching focus need systematic 

appraisal, evaluation, and development processes to influence faculty performance 

around instruction and to meet other quality and student outcome objectives.  The 



THE SIGNIFICANCE AND INTEGRATION  2

development and implementation of these types of appraisal and development systems 

may be complicated by a number of factors, including an institution’s use of large 

numbers of adjunct faculty in instructional roles and the lack of evidence relative to 

specific high-impact practices that will lead to positive outcomes for learners with diverse 

backgrounds.  Attempts to standardize and systemize organizational processes have been 

met with resistance from faculty and others who wish to retain current perceived 

collaborative and collegial approaches around the management of faculty performance. 

 The context for this dissertation in practice study was a private Midwestern 

university with an aggressive strategy around its open-enrollment mission.  The 

university had implemented a performance management system as a tool to establish 

accountability for organizational goals through incentive mechanisms and management 

of individual performance goals.  The specific practice setting for this study was a college 

within the university that had been instrumental in contributing to positive organizational 

performance outcomes of the past.  However, recent performance indicators for the 

college indicated mixed results with emerging downward trends.  These trends were 

partially attributed to the influence of faculty performance factors on student outcomes, 

to the substantial increase in the use of adjunct faculty in instructional roles, and to poorly 

coordinated mechanisms to improve the quality of instruction by all faculty, regardless of 

status with the institution. 

Initially, the performance management system was implemented with university 

staff and administrative personnel in operational, non-academic/non-instructional roles.  

The second phase of implementation, which focused on faculty performance and goal 

alignment, was challenging for several reasons.  First, the university previously employed 
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a faculty performance evaluation system that relied primarily on faculty self-evaluation 

processes and feedback from students’ evaluation of teaching.  Shifting to a more 

standardized, top-down evaluation system generated conflict between full-time faculty 

and administrators responsible for its implementation.  Additionally, the standards for 

full-time faculty in the areas of teaching and instructional development were not 

adequately developed and were not communicated to the large cadre of adjunct faculty 

employed by the institution.  Second, the old self-evaluation process, as well as the 

newly-implemented performance management system, was expected to yield areas of 

focus for improvement or faculty development, as well as foundational rationale for 

faculty promotion decisions.  However, evaluating performance improvement was 

challenging because the goals selected for improvement were driven by individual 

initiative and not aligned with organizational expectations.   Finally, feedback from 

students’ evaluation of instructors was ineffective due to low student participation and to 

instrument design that did not necessarily capture linkages between student outcomes and 

faculty performance.   

These organizational challenges around performance management system 

implementation have been reflected in studies focused on the challenges and complexities 

of achieving performance goals through the use of performance management systems.  

While performance management is viewed as a critical organizational activity, 

performance measurement appears to receive greater emphasis in organizations.  

Additionally, the notion of a performance management system implies the need for a 

holistic evaluation framework that integrates and illuminates complex relationships 

between organizational factors, the performance management system, leadership 
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influences, and other mediating factors that may be relevant to the organization or context 

under analysis (Arnaboldi, Lapsely, & Steccolini, 2015; Mello, Sarrico, & Radnor, 2010; 

Moynihan, Pandey, & Wright, 2011).  

Statement of the Problem  

Conventional approaches to performance management system implementation 

may not yield the performance improvements or the innovative and differentiating 

solutions necessary for organizational effectiveness in a complex context, such as that of 

a college or university.  Teaching institutions rely on the effectiveness of instructional 

faculty to positively influence the level of academic performance of students and other 

student outcomes.  However, current faculty performance evaluation systems may not 

yield meaningful data regarding teaching performance around desired outcomes.  

Additionally, if a university utilizes a performance management system with performance 

goal and incentive components, the faculty performance evaluation system may not align 

with the intended goal and incentive expectations.  Finally, improvement of teaching 

performance may not be a priority for faculty who value research or service contributions 

over teaching improvements.  Thus, training and development activities that would 

improve teaching performance would likely not be valued nor pursued.  Improvements in 

the evaluation and improvement of teaching performance were needed, particularly 

because current evaluation factors were not linked to desired student outcomes and 

faculty training and development activities were not linked to performance goals or 

meaningful performance feedback. 

This study examined the components of transformational leadership in the 

instructional setting of a private university to determine if transformational leadership 
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behaviors demonstrated by faculty were linked to positive student outcomes.  Moreover, 

it was expected that the findings of this study would yield recommendations on the 

features of an integrated performance management framework that encompasses the 

instructional performance of faculty and the associated training and development needed 

to incorporate transformational behaviors in the teaching process.    

The rationale for the focus on transformational leadership was grounded in two 

broad perspectives.  First, it has been proposed that the teacher/student relationship can 

be viewed as a leader/follower one in which the course or class is viewed as a quasi-

organization where leader/follower influences and relationships can be identified and 

tested (Pounder, 2008b).  Additionally, the application of transformational leadership to a 

performance management context is supported by numerous studies on the relationship 

between transformational leadership and various performance criteria (Wang, Oh, 

Courtright, & Colbert, 2011).  More specifically, “the moderately positive meta-analytic 

relationships of transformational leadership across follower individual-, team-, and 

organizational- levels and various situations … indicate that transformational leadership 

tends to be a robust predictor of desirable performance outcomes across situations (Bass, 

1997, in Wang, Oh, Courtright, & Colbert, 2011).   

Purpose of the Study 

The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and management of teaching performance within a 

higher education setting.  Higher education institutions expect multiple outcomes from 

the instructional process, including strong student engagement (i.e. student motivation, 

student satisfaction), achievement of student learning outcomes (i.e. cognitive learning, 
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affective learning), and strong faculty engagement.  Additionally, higher education 

institutions are expected to hire and retain faculty with appropriate academic 

qualifications for the assigned academic area and degree level; however, possession of 

those qualifications does not ensure high teaching performance.  Further, attempts to 

capture and measure the linkage between teaching performance and student-related 

outcomes are embedded in institutional performance management processes and student 

evaluations of teaching.   

Mixed Methods: Sequential with Qualitative to Explain Quantitative 
 

The intent of this two-phase, sequential mixed methods study was to apply 

transformational leadership theory to the context of teaching performance and 

management of teaching performance in a higher education setting. In the first phase, 

quantitative research questions addressed the relationship or comparison of 

transformational leadership behaviors of teaching faculty and student outcome variables 

with students and instructional faculty within a college at a private Midwestern 

university. Information from this first phase was explored further in the second phase. In 

the second phase, qualitative interviews and observations were used to probe significant 

relationships by exploring aspects of the transformational leadership with ten 

instructional faculty at a private Midwestern university. The reason for following up with 

qualitative research in the second phase was to better understand the applicability of 

transformational leadership components to faculty performance evaluation and faculty 

development processes in higher education instructional settings. 

Research Question(s) and Hypotheses 

The following research questions guided this study: 
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Research question #1: What transformational leadership behaviors of instructional faculty 

are positively related to student outcomes (motivation, perceived instructor credibility, 

satisfaction with the leader, academic performance, affective learning, and cognitive 

learning)? 

Research questions #2:  What type of performance management framework promotes the 

relationship between transformational instructor leadership and students’ outcomes? 

Aim of the Study 

The aim of this study was to create an integrated performance appraisal and 

development framework that incorporated the faculty performance evaluation process 

with an instructor transformational leadership development curriculum in order to 

improve student outcomes within a college at a private Midwestern university. The 

implementation of this integrated framework was believed to be essential to the overall 

strategic management of the institution, the achievement of its strategic goals, and the 

effective implementation of its performance management system. 

Methodology Overview 

The approach proposed for this study was a sequential mixed-methods 

methodology that included the implementation of a quantitative method first, followed by 

a qualitative method to operationalize the findings within a college performance 

management context.  The quantitative phase involved the implementation of the 

Multifactor Leadership Questionnaire (MLQ Form 5x-Short) to identify transformational 

leadership behaviors of college faculty and the relationship of those behaviors to student 

outcomes (Bass & Avolio, 2004).  The questionnaire was administered to ten faculty who 

volunteered their participation (five full-time faculty and five adjunct faculty) and who 
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were assigned to teach courses during a defined term within an academic college.  The 

MLQ Form 5X-Short Leader Form was administered to faculty to measure their self-

perception of their leadership behaviors on student outcomes (Bass & Avolio, 2004).  

The MLQ Form 5X-Short Rater Form was also administered to students enrolled in 

courses taught by the faculty participants (Bass & Avolio, 2004).  A gap analysis was 

conducted to compare instructional faculty self-ratings with student ratings of 

transformational leadership.  A qualitative phase followed the quantitative phase to better 

understand the applicability of transformational leadership components to faculty 

performance evaluation and development processes in a higher education setting that 

required the use of a performance management system for all employees. 

Definition of Relevant Terms 

 The following terms were used operationally within this study.   

 Adaptive challenge.  The gap between what is valued and the current reality, with 

the realization of a lack of capacity to execute those values in the current environment.  

An adaptive challenge cannot be addressed successfully with a technical solution 

(Heifitz, Grashow, and Linsky, 2009). 

 Faculty.  For this study, a broad term utilized to refer to individuals employed by 

the university in a full-time or adjunct capacity to fulfill multiple roles, including 

instruction or teaching, research, and service. 

 Instructor.  For this study, a broad term utilized to refer to any individual who is 

assigned to teach or provide instruction in the university or college context. 
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Instructor leadership.  A process whereby instructors exert intentional influence 

over students to guide, structure, and facilitate activities and relationships (Balwant, 

2016, p. 21).   

Laissez-faire leadership.  “…descriptive of leaders who avoid attempting to 

influence their subordinates and who shirk their supervisory duties…. are inactive…leave 

too much responsibility with subordinates, set no clear goals, and are indifferent to what 

is happening.”  (Bass & Bass, 2008, p. 142-143.) 

 Leadership.  A process whereby intentional influence is exerted by one person 

over other people to guide, structure, and facilitate activities and relationships in a group 

or organization (Yukl, 2013, p. 3). 

 Open enrollment.  Refers to the open admissions policy of a university.  For the 

university associated with this study, prospective students must have graduated from an 

accredited high school or have completed the equivalent academic training. 

 Performance management.  Generally conceptualized to include planning work, 

setting expectations, monitoring performance, developing the capacity to perform, rating 

performance, and rewarding performance (Broadbent & Laughlin, 2009, p. 284). 

 Performance management system.  Organizational system in which organizational 

members are engaged in the management of results and the determinants of the results 

through integrated goal setting activities that align with the organizational mission or 

purpose (Broadbent & Laughlin, 2009, p. 284). 

 Quasi organization.  A social organization where power is asserted, tasks are 

assigned and negotiated, and work is accomplished through the interplay of formal and 

informal social structures (Weaver & Qi, 2005, p. 579). 
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 Technical problem.  Problem that can be diagnosed and solved by applying 

current know-how and known solutions.  (Heifitz, Grashow, & Linsky, 2009). 

 Transformational leader.  “…one who raises the followers’ level of 

consciousness about the importance and value of outcomes, gets the followers to 

transcend their own self-interests…, and raises the followers’ level of need …to higher 

level needs for achievement and self-actualization (Bass & Bass, 2008, p. 619). 

 Transformational leadership.  “The leader elevates the follower morally about 

what is important, valued, and goes beyond the simpler transactional relationship of 

providing reward or avoidance of punishment for compliance.”  (Bass & Bass, 2008, p. 

1217.)  

 Transactional leadership.  Form of leadership that emphasizes the exchanges 

between leaders and followers, as well as the rewards or consequences associated with 

those exchanges (Bass & Bass, 2008).   

Assumptions 

 The following assumptions informed the context of this dissertation-in-practice 

study:  (1)  The sample studied was representative of the sample population identified for 

the study; (2) The responses received from both faculty and student participants 

accurately reflected perceptions associated with their respective roles; (3) The faculty and 

student participants possessed sufficient experiences and perspectives to provide 

feedback on ideas and concepts related to leadership; and (4) The participants in this 

study answered all of the questions openly and honestly.  
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Delimitations and Limitations 

 Delimitations associated with this study included the location of the study, the 

sample of the study, and the approach selected for the study. The study was conducted at 

a private Midwestern university that implemented a performance management system for 

all employees.  Performance management systems are implemented using varying 

approaches within colleges and universities.  The sample selected for the study may not 

be representative of instructional faculty.  Finally, the mixed methods approach may not 

be appropriate for other research settings where quantitative confirmation of 

transformational leadership behaviors of instructional faculty is desired across a much 

larger and randomly-selected sample. 

 There were limitations associated with the author as well.  As a dean of a college, 

I believed the measurement and management of teaching performance of faculty were 

essential to ensuring teaching effectiveness, satisfaction, and teaching quality.  Different 

forms of my bias may have impeded the analysis, including interpreting results favorably 

or inaccurately if the faculty selected for the study are employed by the college where I 

serve as dean.  Additionally, faculty participants may have felt compelled to participate in 

the study because of my role as dean, even though their participation was voluntary.  

However, as a dean, performance measurement and management are key duties 

associated with my role.  Therefore, I believe I was in a unique position to grasp the 

issues of performance management system implementation more completely. 

Leader’s Role and Responsibility in Relation to the Problem 

 Transformational leadership theory and practice are at the center of this study.  

Extensive empirical investigations and development of the transformational leadership 
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concept and its components have occurred within organizational settings over the past 

thirty years (Burns, 1978; Bass, 1985).  Support for the application of organizational 

leadership theories to the context of teaching have been prevalent in studies for some 

time (Baba & Ace, 1989; Harvey, Royal, & Stout, 2003; Balwant, 2016).  Investigations 

of organizational leadership theories in the teaching context have been conducted across 

the spectrum of full-range leadership, including transformational leadership, transactional 

leadership, and laissez-faire leadership.  Early work around the application of 

transactional leadership components to the teaching context examined the dimensions of 

consideration and initiating structure among teachers (Harvey, Royal, & Stout, 2003).  

Studies focused on transformational leadership have identified the positive relationship 

between transformational instructor-leadership with students’ motivation, satisfaction, 

perceptions of instructor credibility, academic performance, affective learning and 

cognitive learning (Balwant, 2016).  Further, significant moderators of the relationship 

between transformational instructor leadership have been identified to include culture, 

course delivery, instrument, and gender (Balwant, 2016).   

Significance of the Study 

 This study expected to make important contributions to the literature in the areas 

of transformational leadership and performance management system effectiveness in the 

higher education context.  While transformational leadership theory and practices have 

been examined in a large number of studies, the literature suggested the need for more 

studies to validate the relationship between the transformational leadership behaviors of 

higher education faculty and performance outcomes, such as student outcomes, in a 

variety of contexts (Balwant, 2016).   
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Additionally, the execution of this study promised to improve institutional 

policies and practices associated with the use of a performance management system in a 

higher education context that involves the evaluation of the teaching performance of 

faculty.  Performance management systems were developed on the basis of economic 

theory in the 1970’s and then emerged again in organizational practices in the 1990’s.  

The primary critique of performance management systems centers on the lack of 

psychological or behavioral science in their design (Wilde, 2016).  Therefore, this study 

explored the possibility that the design and implementation of performance management 

practices might be improved through a deeper understanding of the implications of 

transformational leadership in an instructional setting. 

Summary 

This study employed a sequential mixed-methods approach to understand the 

relationship between transformational leadership behaviors of instructional faculty on 

student outcomes.  Additionally, the aim was to create an integrated performance 

appraisal and development framework that incorporated the faculty performance 

evaluation process with an instructor leadership curriculum in order to improve student 

outcomes within a college at a private Midwestern university.   
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

 As described previously, the purpose of the study was to apply transformational 

leadership theory to the context of teaching performance and the management of teaching 

performance within a higher education setting.  Higher education institutions expect 

multiple outcomes from the instructional process, including strong student engagement 

(i.e. student motivation, student satisfaction), achievement of student learning outcomes 

(i.e. cognitive learning, affective learning), and strong faculty engagement.  Attempts to 

capture and measure the linkage between teaching performance and student-related 

outcomes are embedded in institutional performance management processes that usually 

include the collection of feedback on instructor performance from student evaluations of 

teaching.  However, these systems may not capture appropriate feedback on specific 

instructional behaviors that positively impact student-related outcomes or yield feedback 

on specific teacher behaviors that promote student outcomes such as motivation or 

intellectual stimulation.  It has been proposed that the teacher/student relationship can be 

viewed as a leader/follower one in which the course or class is viewed as a quasi-

organization where leader/follower influences and relationships can be identified and 

tested (Pounder, 2008b).   

 The following literature review will present findings on challenges, drivers, and 

calls for change in the higher education context that have driven higher education leaders 

to consider the use of performance management systems to improve productivity, quality, 

and student outcomes.  The additional focus of the research in the literature review 

centered on research associated with transformational approaches to change and 
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leadership that are linked from and grounded in the instructional practices of faculty who 

work directly with students in the instructional process. 

Leadership Literature 

Context for Change and Transformational versus Transactional Leadership 

Change can be characterized in many forms, including revolutionary, 

evolutionary, discontinuous, episodic, transformational, strategic, or operational forms 

(Burke, 2014).  Different types of change require appropriately matched leadership 

behaviors.  In other words, evolutionary or operational forms of change can be 

accomplished through the implementation of transactional leadership behaviors, or those 

behaviors that influence incremental improvements and innovations.  Transformational 

leadership, however, is linked to revolutionary or discontinuous change, and is based on 

the capacity to promote and develop a sense of shared values between leaders and 

followers.  Successful leadership with transformative characteristics motivates followers 

to aspire to a higher-order sense of purpose (Haslam, Reicher, & Platow, 2011). 

Conceptual Framework and Empirical Models of Relevant Theories 

Traditional leadership research originally focused on relevant phenomena at the 

individual level--on the discovery of traits and qualities of great leaders (Haslam, 

Reicher, & Platow, 2011).  However, applying leadership theory to the leader-follower 

dynamic of faculty and students requires an understanding of the validated factor 

structure of transformational and transactional leadership and the validated measurement 

tools available for understanding the relationship between specific leadership behaviors 

and follower effects. 
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Analyzing the Factor Structure of Transformational and Transactional Leadership 

Bass (1985) originally conceptualized transformational and transactional 

leadership with seven factors, labeled charisma, inspirational, intellectual stimulation, 

individualized consideration, contingent reward, management-by-exception, and laissez-

faire leadership.  While Bass (1988) viewed charisma and inspirational leadership as 

separate constructs, it proved to be challenging to distinguish them empirically.  

Therefore, Bass (1988) proposed a six-factor model (charisma, intellectual stimulation, 

individualized consideration, contingent reward, management-by-exception, and laissez-

faire leadership) that has subsequently been analyzed extensively via implementation of 

the Multifactor Leadership Questionnaire (MLQ).  Further, researchers have examined 

the validity of the MLQ and subsequent recommendations led to a revised MLQ (Form 

5X) version (Antonakis, Avolio, & Sivasubramaniam, 2003).  

The MLQ is reported to possess many advantages over other leadership surveys 

(Bass & Avolio, 2004).  First, a broader range of leadership behaviors is represented in 

the MLQ, thus it is believed to be a better tool for administration across multiple levels of 

organizations and across different types of organizations.  Additionally, the MLQ 

emphasizes the development of the leader in order to effectively develop others (Avolio 

& Bass, 2004).  The current version of the MLQ (5X short) contains 45 items designed to 

identify and measure key leadership behaviors strongly linked to individual and 

organizational outcomes (Bass & Avolio, 2004). 

Measurement of Follower Effects 

Follower effects and the social identity and dynamics of leadership have been 

examined through the lens of charismatic leadership and social identity leadership 



THE SIGNIFICANCE AND INTEGRATION  17

(Conger, Kanungo, & Menon, 2000; Steffens, Haslam, Reicher, Platow, Fransen, Yang, 

Ryan, Jetten, Peters, & Boen, 2014).  The Conger-Kanungo Charismatic Leadership 

Scale was developed to measure the relationship between charismatic leadership and 

follower reverence, trust, and satisfaction, as well as the influence of charismatic 

leadership on a heightened sense of collective identity, perceived group task 

performance, and follower feelings of empowerment (Conger, Kanungo, & Menon, 

2000).   

The social identity approach to leadership has focused on the dynamics, or 

coordinated relationship conditions between leaders and followers, that open the path to 

transformation (Steffens, et al, 2014).  It has been argued that an identity approach to 

leadership is essential to build a shared sense of identity and to open the pathway to 

transformation.  The dimensions of identity leadership have been defined to include 

identity impresarioship (making us matter), identity prototypicality (being one of us), 

identity entrepreneurship (crafting a sense of us), and identity advancement (doing it for 

us) (Steffens, et al, 2014, pp. 1003-1005).  It has been proposed that these various 

dimensions of identity leadership can be assessed in various contexts and with diverse 

samples with the Identity Leadership Inventory (ILI) (Steffens, et al, 2014).   

Applicability of Leadership Theories to Higher Education Classroom 

A number of researchers have explored and confirmed the applicability of 

organizational leadership theories to instruction in the classroom (Bolkan & Goodboy, 

2009, 2010, 2011a, 2011b; Pounder, 2003, 2006, 2008a, 2008b).  As an example, Bolkan 

and Goodboy (2009) conducted a study on the relationship between transformational 

leadership behaviors of faculty to student learning outcomes and classroom 
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communication in a college setting.  The study concluded that the components of 

transformational leadership (i.e. charisma, individualized consideration, and intellectual 

stimulation) produced strong positive association with student learning outcomes (i.e. 

cognitive learning, affective learning, state motivation, and student communication 

satisfaction) among the study participants.  The results of the study; however, cannot be 

generalized across other higher education teaching contexts due to a small sample (165 

undergraduate students) obtained from a mid-sized university in the Eastern United 

States.  The limitations of the study led Bolkan and Goodboy (2009) to recommend 

replication of the study to confirm similar findings and to test the hypotheses of the study 

in different instructional contexts.   

Literature about the Professional Practice Field or Topic 

The application of transformational leadership theory to higher education teaching 

has been analyzed and empirically related to student outcomes in several studies over the 

past ten years (Balwant, 2016).  These studies have indicated that transformational 

leadership of instructors is “positively associated with students’ motivation, satisfaction, 

perceptions of instructor credibility, academic performance, affective learning, and 

cognitive learning” (Balwant, 2016, p. 20).  Moderator analyses have also indicated that 

culture, course delivery, instrument, and gender were significant moderators of the 

relationship (Balwant, 2016).  These various studies provide significant foundational 

guidance for identifying components of transformational leadership in the higher 

education teaching context.  Another area of literature relevant to this study was the use 

of evaluation feedback as an input to a performance management system.  Performance 

management systems are integrated systems designed to align goal setting, performance 
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appraisal, and merit or incentive structures to improve performance at the multiple levels 

through the organization. 

 Performance management systems have been used more extensively in for-profit 

organizations.  However, some universities have attempted to implement their use to 

improve performance as well.  Some provide guidance for applying performance 

management system principles to the public sector; however, there is limited guidance on 

how to approach individual faculty teaching performance in these systems (Arnaboldi, 

Lapsley, & Steccolini, 2015).  The final area of interest in the literature is related to the 

integration of transformational leadership components and outcome relationships to the 

design of teaching evaluation tools, as well as the development of leadership training and 

development curricula for university instructors.  

Literature about the Professional Practice Setting 

Overview of Challenges in the Higher Education Context 

 Substantive changes with social, competitive, technological, and financial 

implications have impacted postsecondary education in the United States over the past 50 

years (Baum, Kurose, & McPherson, 2013).  Consequently, institutional leaders have 

been challenged to be more intentional around performance management practices, as 

well as integrate and account for significant political and stakeholder pressures in the 

evaluation of institutional strategic positions and the educational outcomes of students 

(Baum, Kurose, & McPherson, 2013).  Additionally, the number of students enrolled in 

postsecondary institutions has increased significantly over this same period; and those 

enrollments have included a substantial number of students with information, financial, 

academic, and social deficits (Baum, Kurose, & McPherson, 2013).   
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In a broad sense, the paradox around the value of postsecondary education in the 

United States has never been more apparent.  Evidence continues to support the economic 

value of a student’s investment in postsecondary education. However, that economic 

value argument is challenged by significant evidence of poor educational attainment 

coupled with high student debt, evidence of dissatisfaction among postsecondary 

graduates around the relevance of education to employment outcomes, and evidence of 

employer concerns about graduates’ readiness for employment (Dua, 2013; Mourshed, 

Farrell, & Barton, 2012).   

Performance Management Practices as Drivers of Change 

 Performance management grew out of economic theory in the 1970s.  It was 

touted as a means to address organizational performance issues and to evaluate and 

increase the productivity and ability of employees through comparisons of individual 

performance data (Wilde, 2016).  The psychological and behavioral shortcomings of 

implementations of this approach have been examined in longitudinal studies, leading to 

conclusions that individualistic designs lead employees to focus on negative factors such 

as survival, threat, and insecurity (Wilde, 2016).  However, calls for reform and 

accountability across the higher education context have led institutions and their leaders 

to seek frameworks or mechanisms to measure and manage performance (Melo, Sarrico, 

& Radnor, 2010).   

Performance management systems draw on the information produced from 

performance measurement systems; however, this information may or may not be used 

effectively in management decision-making.  Prior research has suggested that 

transformational leadership affects how performance information is used.  However, 
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theoretical models had not been proposed to explain how this influence occurs.  

Therefore, Moynihan, Pandey, and Wright (2011) proposed that transformational leaders 

create the conditions for performance information use through positive, but indirect 

mediating factors which include goal clarity and organizational culture.  While the 

findings of the study supported the proposed theory, further research is needed to test the 

relationship between transformational leadership and performance information use.   

Influence of Performance Management Systems on Key Actors in Universities 

 Melo, Sarrico, and Radnor (2010) reported on a case study analysis of the 

influence of a performance management system on key actors in a high performing 

English institution with an international reputation.  Over the period of more than twenty 

years, the institution had instituted significant reforms and had implemented financial 

controls and other mechanisms to meet demands for increased accountability.  The 

performance of the organization was analyzed as a system using a mixed methods 

approach along two main dimensions—the collection of performance data and the use of 

performance data.  The findings of the study revealed a dominant emphasis on gathering 

performance data, but a lack of action relative to that data.  The analysis also revealed 

changes in the governance of the organization over time, including a shift from a 

bureaucratic-collegial focus to a focus on managerial accountability.  Finally, the study 

noted that an increased focus on organizational efficiency and effectiveness had elevated 

the influence of non-academic staff within the institution.    

Innovation Perspectives and Change-capable Organizations 

Urgent calls for leadership around innovation and reform within higher education 

have become more pervasive; however, the fundamental building blocks of higher 
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education, including its priorities, cost structure, governance, traditions, and instructional 

design—often remain unchanged (Kirshner, 2012).  Competitive and technological 

advancements have inspired pockets of innovation and change within higher education 

institutions. However, the distinctive nature of institutions, ambiguous goals, diffuse and 

short-term decision-making approaches, and loosely-coupled structures of institutional 

systems have all contributed to a state of inertia, severely limiting the possibility of 

transformative change (Boyce, 2003).   

 In recent years, various options have been proposed as reform solutions, many of 

which include some level of emphasis on the need for innovation in higher education 

(Wildavsky & Litan, 2012).  While various innovative solutions for higher education 

reform have been proposed, the removal of several barriers to innovation are often cited 

as being critical to the creation of an innovation climate across higher education 

institutions.  These barriers have included: (1) tackling campus-level obstacles to 

innovation; (2) rethinking accreditation; (3) streamlining state and federal regulations; (4) 

improving incentives to boost academic productivity; (5) filling information gaps about 

student-learning and market outcomes; and (6) overcoming barriers to taking innovative 

models to scale (Kauffman Foundation, 2012).  Removal of these barriers to innovation, 

along with implementing recommendations for institutionalizing and measuring 

innovation, is important to higher education reform; however, they require coordinated 

leadership from senior higher education administrators, trustees, and external 

stakeholders (Hanover Research, 2009; Hanover Research, 2013).  Moreover, removing 

barriers to innovation and coordinating the efforts of disparate leaders and external 

stakeholders are macro-level solutions that require a long-term commitment for 
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completion.  Solutions for reform also need to be pursued at the micro-level where the 

leadership behaviors of faculty can have a transformative effect on students, particularly 

with those students who are the most vulnerable.    

 As noted earlier, higher education institutions often function as loosely-coupled 

systems with ambiguous goals and diffuse decision-making, thus making the change 

leader’s task significant and challenging.  Institutional growth and change are often 

approached through managerial initiatives designed to improve efficiency, effectiveness, 

and fiscal management.  However, loosely-coupled systems do not respond well to strong 

top-down managerial approaches (Burke, 2014; Bergquist, 1992).  Therefore, the 

approach to managing change with transformational expectations will need to account for 

these current organizational features by using collaborative approaches that leverage the 

network of relationships inherent in the loosely-coupled structure. 

Practice Inquiry and Dialogue 

 Researchers have argued that dialogue is necessary to produce collective learning 

and meaning in the organizational environment (Boyce, 2003).  Learning requires 

reasoning; thus, shaping learning and the associated cognitive perspectives requires 

explicit practice of that reasoning through dialogue that openly addresses the challenges, 

conflict, and potential outcomes associated with change (Boyce, 2003).  In the loosely-

coupled environment of higher education institutions, key change agent roles could be 

assigned the responsibility of leading teams of interconnected individuals to establish and 

execute strategic patterns of communication throughout the design and implementation 

phases of the change process (Rogers, 2003).  Understanding and achieving critical mass 

is important to sustaining innovation and change; however, to achieve critical mass, 
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change leaders must clarify the organization’s communication structure through a 

network analysis of interpersonal communication relationships (Rogers, 2003).  

Additionally, this approach cannot just be project-oriented in scope and focus—

transformational change efforts require an action learning approach to embed the change 

into the institution’s culture and structure.   

Utilize Action Learning or Action Inquiry 

 Transformational change requires the use and cultivation of new thinking; 

however, new thinking must be engaged through the introduction of unfamiliar problems 

in unfamiliar settings (Boyce, 2003).  While various researchers have proposed multiple 

ways to cultivate new thinking, several imperatives have been identified as essential to an 

action inquiry approach that promotes learning.  Among these imperatives, it has been 

suggested that continuous learning opportunities must be merged with collaboration and 

formalized in a system that captures and shares that learning (Boyce, 2003).  While 

universities may offer an extensive array of training and development activities for 

faculty and staff, these activities may not be systematically linked to broader strategic 

aims and may not integrate the collaborations necessary to improve collective learning 

and sustain transformational change.  

Embed Change in Structures, Systems, and Cultures 

 Evidence has suggested that significant change in a higher education setting is 

“sustained when it acquires specific carrying vehicles” (Boyce, 2003, p. 132).  These 

carrying vehicles include the institutional structure (offices, budgets, and departments) 

and an organizational culture that reflects and reinforces the norms and values of a 

learning culture.  While altering structural relationships and allocating resources to the 
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change effort provide supportive mechanisms for change, the developmental aspects of a 

learning culture require a collaborative approach to leadership and the reinforcement of 

collaborative features within the organization culture (Kezar & Eckel, 2002; Cameron, 

Quinn, DeGraff, & Thakor, 2006).  Collaborative behaviors do not easily emerge out of 

strong managerial strategies designed to promote efficiency, effective supervision, and 

fiscal responsibility. Evidence from successful change initiatives enacted within 

universities with strong managerial tendencies have suggested that collaboration is 

achieved through cross-university planning teams representing all groups, multiple and 

planned opportunities for structured-dialogue, incentives to promote desired behaviors, 

and comprehensive leadership development designed to promote reflection and learning 

(Kezar & Eckel, 2002).   

The Quality Problem in the Higher Education Context 

Quality has been characterized in various ways— as endurance, as luxury and 

prestige, as conformance to requirements, as continuous improvement, and as value 

added (Dew, 2009).  Applications of these characterizations in higher education have led 

to favorable, but sometimes inaccurate, assumptions about quality.  For example, long-

standing institutions with favorable reputational or “brand” attributes are often perceived 

as “quality” institutions.  Widespread acceptance of these assumptions has created a 

challenging and competitive environment for newer higher education entities, particularly 

if real (but unacknowledged) commitments have been made to continuous improvement 

and favorable quality outcomes. Others have approached the definition of higher 

education quality from the perspective of inputs, fiscal ability, educational experience, 

process results, or outputs (Hubbell, 2007).  These characterizations have led to 
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inaccurate assumptions of quality, particularly for institutions with healthy financial 

statements, high admission standards, or rigorous faculty selection processes. Finally, 

another perspective is represented by Dill’s (2003) argument that the definition of quality 

is “equivalent to academic standards” or the “level of achievement attained by higher 

education graduates” (p. 1), often overtly linked to inputs such as faculty credentials 

within academic disciplines, with oblique references to quality in teaching practices.   

Therefore, evidence suggests that defining higher education quality is extremely difficult, 

given various perspectives on quality and various methods for measuring that quality.   

Creating a platform for dialogue and policy strategy around higher education quality 

requires the engagement of a large number of stakeholders with diverse perspectives.  

Specifically, engagement strategies with faculty need to account for both tenure and non-

tenure track faculty perspectives (Kezar, 2012a, 2013a, 2013b), as well as the linkages 

between quality and student outcomes (Kezar, 2012b, 2013b).  Engagement with students 

on quality requires a dissection of that input according to the students’ status and 

connection with the institution (i.e. full-time vs. part-time, traditional vs. nontraditional 

adult learner, degree-seeking vs. certificate of completion (Hagelskamp, Schleifer, & 

DiStasi, 2013).   

Faculty as Change Agents 

As noted by Rogers (2003), teachers at all levels fit the definition of a change 

agent—or one who provides a “communication link between a resource system with 

some kind of expertise and a client system” (p. 368).  The diffusion of learning is 

synonymous with the diffusion of innovation.  Change agents are necessary within both 

of these diffusion paradigms to close technical and social gaps between the change 
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agency and the client system.  These gaps are closed as the change agent proceeds 

through several change agent roles including: (1) developing a need for change; (2) 

establishing an information exchange relationship; (3) diagnosing problems; (4) creating 

an intent to change within the client; (5) translating intent into action; (6) stabilizing 

adoption and preventing discontinuance; and (7) developing the clients’ ability to be self-

reliant (Rogers, 2003).  Consideration of these various change agent roles raises 

important questions for higher education faculty, namely whether faculty members see 

themselves as change agents; whether their instructional practices create pathways for 

change and transformation; and, whether leadership behaviors of faculty lead to 

meaningful transformative outcomes for students.   

Significance of Social Identity Management 

One of the pitfalls of casting faculty members as agents of change in the diffusion 

of learning is linked to a prejudicial view of leadership based on romantic and heroic 

notions.  There are three aspects to this prejudicial view, namely: (1) that leaders are 

distinctively endowed with particular qualities that set them apart from others; (2) that 

leadership is an individualistic enterprise, not a social one involving a relationship 

between leaders and followers; and (3) that leaders are necessary and instrumental to 

group success (Haslam, Reicher, & Platow, 2011).  The heroic myth that emerges from 

any one of these aspects creates additional barriers to change in the higher education 

context, particularly if faculty ascribe to the belief that their instructional practice is 

heroic or essential to student success.  To counter the heroic myth that reinforces notions 

about elitism and heroic individual effort, Haslam, Reicher, and Platow (2011) argued for 

a process of social identity management, or a process in which effective leadership is 
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identity leadership.  Four facets of identity leadership have been identified including: (1) 

the assertion that leaders need to be representative of the groups under their purview; (2) 

that leaders need to champion the interests of those groups; (3) that leadership influence 

is achieved through shaping of group identities, and (4) that enduring influence is 

achieved by shaping reality in the image of the group’s identity (Haslam, Reicher, & 

Platow, 2011). 

Summary 

Understanding and leveraging the leader-follower relationship of faculty and 

students in the instructional context of higher education institutions presents a promising 

opportunity to achieve the type of change needed to achieve outcomes that reflect real 

transformation.  However, identifying approaches and implementing solutions in this 

complex context requires a deep understanding of the components of transformational 

leadership and how those components work in the instructional context of a university 

that has also adopted managerial approaches to managing performance across the 

organization. 
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 CHAPTER THREE: METHODOLOGY  

Introduction 

 The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and the management of teaching performance within a 

higher education setting.  Higher education institutions expect multiple outcomes from 

the instructional process, including strong student engagement (i.e. student motivation, 

student satisfaction), achievement of student learning outcomes (i.e. cognitive learning, 

affective learning), and strong faculty engagement.  Additionally, higher education 

institutions are expected to hire and retain faculty with appropriate academic 

qualifications for the assigned academic area and degree level; however, possession of 

those qualifications does not ensure exceptional teaching performance.  Further, attempts 

to capture and measure the linkage between teaching performance and student-related 

outcomes are embedded in institutional performance management processes and student 

evaluations of teaching.   

Conventional approaches to the implementation of performance management 

systems may not yield the desired improvements or the innovative and differentiating 

solutions necessary for organizational effectiveness in a complex context, such as that of 

a college or university.  Current faculty performance evaluation systems may not yield 

meaningful data regarding teaching performance around desired outcomes.  Additionally, 

if a university utilizes a performance management system with performance goal and 

incentive components, the faculty performance evaluation system may not align with the 

intended goal and incentive expectations.  Improvements in the evaluation and 

improvement of teaching performance were needed, particularly because current 
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evaluation factors may not be linked to desired student outcomes and faculty training and 

development activities may not be linked to performance goals or meaningful 

performance feedback. 

This study examined the components of transformational leadership in the 

instructional setting of a private university to determine if transformational leadership 

behaviors demonstrated by faculty are linked to positive student outcomes.  Moreover, 

components for an integrated performance management framework were identified on the 

basis of the findings to more effectively capture instructional performance of faculty and 

the associated training and development needed to incorporate transformational behaviors 

in the teaching process.  The following sections describe the two-phase, sequential mixed 

methods study designed to apply transformational leadership theory to the context of 

teaching performance and management of teaching performance in a higher education 

setting.   

Research Question(s) and Hypotheses 

 The following research questions guided this study: 

Research question #1: What leadership behaviors of instructional faculty are positively 

related to student outcomes (motivation, perceived instructor credibility, satisfaction with 

the leader, academic performance, affective learning, and cognitive learning)? 

Research questions #2:  What type of performance management framework promotes the 

relationship between transformational instructor leadership and students’ outcomes? 
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Research Design 

Description of the Research Design 

The approach utilized for this study was a sequential mixed methods methodology 

that included the implementation of a quantitative method first, followed by a qualitative 

method to operationalize the findings within a college performance management context.  

The quantitative phase employed the use of the Multifactor Leadership Questionnaire 

(MLQ 5X Short) to identify transformational leadership behaviors of college faculty and 

the relationship of those behaviors on student outcomes (Bass & Avolio, 2004).  The 

MLQ is a 45-item validated survey designed to identify and measure key leadership 

behaviors (Avolio & Bass, 2004).  The questionnaire was to be administered to ten 

faculty with at least three years of teaching experience who volunteered their 

participation (four full-time faculty and six adjunct faculty) and who were assigned to 

teach undergraduate accelerated cohort courses scheduled for online delivery during a 

defined term within an academic college.  The MLQ Leader Form was administered to 

faculty to measure their self-perception of their leadership behaviors on student 

outcomes.  The MLQ Rater Form was also made available to students enrolled in courses 

taught by the faculty in the sample.  The MLQ Rater Form Guidelines suggested that a 

minimum of three student raters per instructor-course section were to be identified to 

ensure the students’ anonymity could be maintained in the analysis of the student rater 

feedback (Avolio & Bass, 2004).  A gap analysis was then conducted to compare 

instructional faculty self-ratings with student ratings of transformational leadership.   A 

qualitative phase followed the quantitative phase to better understand the applicability of 

transformational leadership components to faculty performance evaluation and 
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development processes in a higher education setting that required the use of a 

performance management system for all employees. 

Appropriateness of the Design 

 The complex nature of the research problem, as well as the context within which 

the problem was grounded, called for a combination of quantitative and qualitative data 

to provide greater depth and breadth of understanding for the analysis (Creswell, 2014; 

Roberts, 2010).  Therefore, a sequential mixed methods approach was selected for the 

study.  Researchers have supported this approach in studies where the combination of 

“what” (quantitative data) with a potential “why” (qualitative data) are expected to 

provide the desired depth of understanding (Creswell, 2014; Roberts, 2010). 

Description of the Variables Under Study 

 It has been proposed that the teacher/student relationship can be viewed as a 

leader/follower one in which a course or class is viewed as a quasi-organization where 

leader/follower influences and relationships can be identified and tested (Balwant, 2016).  

The components of transformational leadership include idealized influence, 

individualized consideration, intellectual stimulation, and inspirational motivation.  Each 

of these components, representing a category of independent leader behaviors, has been 

found to lead to change in dependent variables such as increased employee satisfaction 

and motivation in the organizational context and to improvements in student cognitive, 

affective, and motivational outcomes in instructional settings (Bolkan & Goodboy, 2009; 

Gooty, Gavin, Johnson, Frazier, & Snow, 2009; Balwant, 2016).   Over time, the factor 

structure has been tested and analyzed in a large number of studies, including the 

instructional context of higher education (Harrison, 2011; Balwant, 2016). 
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Participants/Data Sources 

The population for this study consisted of 35 full-time and 200 adjunct faculty 

employed by the college where the study was conducted.  The sample population 

specifically consisted of those full-time and adjunct faculty who taught in undergraduate 

accelerated cohort programs.  Accelerated cohort programs were extremely important to 

the university’s overall financial performance. While institutional data indicated the 

appeal of these programs from a marketing and enrollment perspective, the analysis of 

enrolled students’ persistence and retention behaviors would benefit from a deeper 

understanding of faculty performance behaviors that positively influenced student 

outcomes in accelerated cohort programs. A non-probability or convenience sample of at 

least five full-time faculty and five adjunct faculty with a minimum of three years of 

teaching experience who taught in the undergraduate accelerated cohort programs was 

the desired convenience sample for the study.  Ultimately, four full-time faculty and six 

adjunct faculty were recruited for participation in the study.  Because student ratings of 

instructor transformational leadership must be collected for the study, each faculty 

participant was assigned to teach at least one accelerated undergraduate cohort course 

during the academic term selected for the study.  On average, the student enrollment in 

each course ranged from eight to twenty students for a total possible student-participant 

sample of 121 students. 

Recruitment letters were sent via the internal college email system to those full-

time and adjunct faculty in the college who are assigned to teach in the designated 

programs.  The recruitment letters described the nature and purpose of the study, as well 

as the timeframe and other requirements for participation.  A sample of the recruitment 
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letter and associated consent form can be found in Appendices A and B.  Once the faculty 

participants had been identified, the student participants received an information sheet 

and consent form from their associated faculty participants.  This document can be found 

in Appendix C. 

In order to obtain permission to conduct the study at the research site, IRB 

approval was first needed from the university where this researcher is enrolled as a 

doctoral student.  Once that approval was obtained, IRB approval was sought and 

obtained from the research site where this study was conducted.  Approval letters from 

each of these institutions can be found in Appendices G and H. 

A summary of the number and characteristics of the faculty and student 

participants is shown in Table 1.  The number of full-time faculty participants represents 

fourteen percent of the total full-time faculty employed in the college setting where the 

study was conducted.  The number of adjunct faculty represents three percent of the total 

number of adjunct faculty employed in the study setting.  The teaching experience of the 

faculty participants was reflective of the experience of all faculty employed in the college 

setting.  Finally, the number of potential and actual student participants were reflective of 

the number of students enrolled in other classes throughout the college setting.   
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Table 1 

 
Participant Characteristics 

 
Faculty 

ID 
Faculty 
Gender  

Faculty 
Status 

Faculty 
Years of 
Teaching 

Number of 
Potential 
Student 

Participants 

Number of 
Actual 
Student 

Participants 

Student  
Participation 

Rate 

FT1 F FT 30 16 7 43.8%
FT2 F FT 10 9 6 66.7%
FT3 M FT 23 20 3 15.0%
FT4 M FT 4 9 9 100.0%
A1 M ADJ 15 9 4 44.4%
A2 M ADJ 4 14 1 7.1%
A3 F ADJ 30 9 4 44.4%
A4 F ADJ 4 8 4 50.0%
A5 M ADJ 15 17 0 0.0%
A6 M ADJ         4 10 4 40.0%

Summary 4 F 
6 M 

4 FT 
6 ADJ 

 121 42 34.7%

       

Data Collection Tools 

Phase I of the data collection process employed the use of the Multifactor 

Leadership Questionnaire (MLQ (Appendices D and E).  As described previously, the 

MLQ was completed by faculty members who volunteered as participants and then 

administered to students enrolled in their courses in a specific academic term in a higher 

education setting. 

The current questionnaire, MLQ (5X short), contains 45 items that identify 
and measure key leadership and effectiveness behaviors shown in prior 
research to be strongly linked with both individual and organizational 
success.  Raters completing the MLQ evaluate how frequently, or to what 
degree, they have observed the focal leader engage in 32 specific 
behaviors, while additional leadership items are ratings of attributions. 
These ratings of attributions are included in the four items in the Idealized 
Attributes: Attributed (IIA) scale. The behaviors and attributes form the 
nine components of transformational, transactional, or Passive/Avoidant 
leadership. The target leaders complete the MLQ as a self-rating.  A five 
point scale for rating the frequency of observed leader behaviors is used 
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and bears a magnitude estimation based ratio of 4:3:2:1:0, according to a 
tested list of anchors provided by Bass, Cascio, and O'Connor (1974). The 
anchors used to evaluate the MLQ factors are presented as follows: Rating 
Scale for Leadership Items 0  =  Not at all 1  =  Once in a while 2  =  
Sometimes 3  =  Fairly often 4  =  Frequently, if not always (Bass & 
Avolio, 2004, p. 17). 
 
Information from this first phase was explored further in a second qualitative 

phase. In the second phase, qualitative interviews were used to probe significant 

relationships by exploring aspects of transformational leadership with the instructional 

faculty who participated in Phase I of the project. The qualitative research in the second 

phase was designed to better understand the applicability of transformational leadership 

components to faculty performance evaluation and development processes in the higher 

education instructional settings.  

Data Collection Procedures 

The data collection procedures utilized for the study required the recruitment of 

ten faculty members (five full-time faculty and five adjunct faculty) from an academic 

college at a private Midwestern university.  Recruitment letters (Appendix A) inviting 

participants to join the study were sent to all full-time and adjunct faculty within the 

college on March 20, 2018.  Faculty who expressed interest in participating in the study 

were offered individual consultation sessions to learn about the research plan for the 

study, including the procedures identified for their participation.  More specifically, those 

who were interested in participation must have been scheduled to teach one course during 

the academic term associated with the study.  Faculty who agreed to participate in the 

study completed a consent form (Appendix B) indicating their willingness to complete 

the MLQ as a self-rating assessment of leadership and indicating their willingness to 

allow the MLQ to be administered to their students during the spring term.   
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By April 1, 2018, four full-time faculty members and six adjunct faculty members 

had submitted signed consent forms and had identified the names of the students in their 

courses to be contacted as possible student raters.  Subsequently, Phase I of the study was 

launched with the faculty participants’ completion of the Self version of the MLQ (5X -

short).  The Self version of the MLQ (5x-short) was distributed to the faculty participants 

via Mind Garden, an online survey hosting service (https://www.mindgarden.com/).  

Once the Self versions of the MLQ (5x-short) were completed by the faculty participants, 

the researcher coordinated the distribution of the student participant information forms 

and MLQ (5x short) Rater survey link to the student participants.  The MLQ (5x short) 

Rater survey was administered via Survey Monkey, an online survey hosting service 

(http://www.surveymonkey.com).     

Phase II of the study was designed to better understand the applicability of 

transformational leadership components to faculty performance evaluation and 

development processes in the higher education instructional settings.  The researcher met 

with each faculty participant individually in a confidential office setting to seek responses 

to the Phase II interview questions as outlined in Appendix F.  The initial Phase II 

interview questions were designed to learn more about the background and perceptions of 

the faculty participants relative to their teaching experiences, to feedback received from 

students about those teaching experiences, and to previous experiences with performance 

management systems.  The second segment of Phase II interview questions were 

designed to seek faculty participant feedback on the results from the administration of the 

MLQ to the student raters in their classes.  The final segment of the Phase II interview 
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questions focused on seeking input from the faculty participants on the information and 

resources they would need to develop effective instructional leadership behaviors. 

Ethical Considerations 

 Several ethical considerations were associated with this study.  First, the 

participants in this study were not pressured into participation in the study.  All 

participants were fully informed of the nature and purpose of the study and that their 

participation was voluntary.  Participant recruitment letters provided background 

information on the purpose and scope of the study, as well as information on the process 

for participation and approach to the analysis and reporting of the data.  Participants in 

the study were assured of anonymity and confidentiality.  The identity of the participants, 

their responses, and any linkage between the participants and their responses was kept 

confidential. Appendices A, B, and C include examples of the recruitment, consent, and 

information documents that were provided to participants in the study.  Additionally, 

permission was obtained from the practice setting where the research was conducted, as 

well as the Institutional Review Board for that same institution (see Appendices G and 

H). 

Summary 

The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and the management of teaching performance within a 

higher education setting.  The approach utilized for this study was a sequential mixed 

methods methodology that included the implementation of a quantitative method first, 

followed by a qualitative method to operationalize the findings within a college 

performance management context.  Phase I of the data collection process employed the 
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use of the Multifactor Leadership Questionnaire (MLQ).  The MLQ Self form was 

administered to the faculty participants; the MLQ Rater form was administered to 

students of the faculty participants.  In the second phase, qualitative interviews of the 

faculty participants were used to probe significant relationships by exploring aspects of 

transformational leadership with the instructional faculty who participated in Phase I of 

the project. The qualitative research in the second phase was designed to better 

understand the applicability of transformational leadership components to faculty 

performance evaluation and development processes in the higher education instructional 

settings.  The findings of the study are presented in Chapter Four.  
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CHAPTER FOUR: FINDINGS 

Introduction 

  The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and the management of teaching performance within a 

higher education setting.  The following research questions guided this study: 

Research question #1: What leadership behaviors of instructional faculty are positively 

related to student outcomes (motivation, perceived instructor credibility, satisfaction with 

the leader, academic performance, affective learning, and cognitive learning)? 

Research question #2:  What type of performance management framework promotes the 

relationship between transformational instructor leadership and students’ outcomes?  The 

approach utilized for this study was a sequential mixed methods methodology that 

included the implementation of a quantitative method first, followed by a qualitative 

method to operationalize the findings within a college performance management context.   

The following sections present the findings of the study. 

Presentation of the Findings 

 As described earlier, the approach utilized for this study was a sequential mixed 

methods methodology that included the implementation of a quantitative method first, 

followed by a qualitative method to operationalize the findings within a college 

performance management context.  Phase I of the data collection process employed the 

use of the Multifactor Leadership Questionnaire (MLQ).  The MLQ Self form was 

administered to the faculty participants; the MLQ Rater form was administered to 

students of the faculty participants.  In the second phase, qualitative interviews of the 

faculty participants were used to probe significant relationships by exploring aspects of 
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transformational leadership with the instructional faculty who participated in Phase I of 

the project. The qualitative research in the second phase was designed to better 

understand the applicability of transformational leadership components to faculty 

performance evaluation and development processes in the higher education instructional 

settings.   

Phase I Quantitative: MLQ Administration Results 

  Phase I of the data collection process employed the use of the Multifactor 

Leadership Questionnaire (MLQ) to directly address Research Question #1: What 

leadership behaviors of instructional faculty are positively related to student outcomes 

(motivation, perceived instructor credibility, satisfaction with the leader, academic 

performance, affective learning, and cognitive learning)?  The MLQ Self form was 

administered to the faculty participants; and the MLQ Rater form was administered to 

students of the faculty participants.  The descriptive statistics from the administration of 

the MLQ to the faculty and student participants in the study is presented in summary 

form in Table 2.  For comparison, the U. S. Descriptive Statistics for the MLQ5X 2004 

Normative Sample are presented in Table 2 also.  The descriptive statistics include the 

mean, standard deviation, and range data for each component of the MLQ5X.   

 The components of transformational leadership assessed through the 

administration of the MLQ5X included idealized influence (IIA and IIB), inspirational 

motivation (IM), intellectual stimulation (IS), and individualized consideration (IC).  

Additionally, transactional (CR and MBEA) and passive/avoidant (MBEP and LF) 

leadership behaviors, as well as important follower outcomes (EE, EFF, SAT), were 

assessed through the administration of the MLQ5X.  
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Transformational leadership component results.  A comparison of the study 

data, consisting of mean, standard deviation, and range values, to the U. S. Normative 

Sample on the transformational leadership components reveals the following findings: (1) 

The mean faculty self-rating values for all six transformational leadership components 

are significantly higher than the mean self-ratings from the U. S. Normative Sample.  

Thus, the faculty participants in this study rated themselves as frequently demonstrating 

transformational leadership behaviors (idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration).  However, the mean student 

rater values for all six transformational leadership components were lower than the 

faculty self-ratings, which indicates that a gap exists between the self-perceptions of 

faculty and the perceptions of students around the frequency of transformational 

leadership behaviors portrayed by faculty; (2) The standard deviation values from the 

faculty (self) rating data on the transformational leadership items were similar to the 

standard deviation values from the U. S. Normative Sample; (3) The values for the range 

from the faculty (self) ratings on the transformational leadership components were 

smaller than those reported in the U. S. Normative Sample, which means the data in the 

study sample were less dispersed for these data, while the values for the range on the 

student rater data were more widely dispersed; and (4) Percentile scores for both faculty 

(self) and student (rater) data are shown in Table 2.  Because the faculty self-ratings were 

higher than the U. S. Normative Sample, the position of those self-ratings on the 

percentile scale are also higher.   

Transactional leadership and passive/avoidant component results.  A 

comparison of the study data, consisting of mean, standard deviation, and range values, to 
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the U. S. Normative Sample on the transactional and passive/avoidant leadership 

components reveals the following findings: (1) Mean faculty self-ratings for transactional 

leadership components (contingent reward and management-by-exception active) are 

higher than those reported for the U. S. Normative Sample.  While the student ratings on 

these items are slightly lower than the faculty self-ratings, these data perhaps reveal the 

transactional aspects of instructional work with students on goal achievement and 

management of learning tasks; (2) The mean faculty self-rating and student rater values 

for passive/avoidant leadership behaviors (laissez-faire and management-by-exception 

passive) are lower than those reported in the U. S. Normative sample, thus perhaps 

indicative of a more proactive approach by instructors in their work with students; and (3) 

Mean faculty self-ratings and mean student ratings for important follower outcomes 

(extra effort, effectiveness, and satisfaction) were similar, which may indicate that the 

faculty participants frequently demonstrate leadership behaviors that positively influence 

outcomes valued by their student followers.  
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Table 2  

Phase I Quantitative MLQ Administration Descriptive Statistics 

 

 Summary of Phase I findings.  The results from the administration of the 

MLQ5X to the faculty and student participants revealed both areas of difference and 

similarity between the faculty self and student rater results.  Additionally, comparisons of 

the study data to the U. S. Normative Sample for the MLQ may indicate that both faculty 

and students perceive the use and outcomes of various forms of leadership, including 

transformational leadership behaviors.  Overall, the findings of Phase I yielded data to 

directly address Research Question 1:  What leadership behaviors of instructional faculty 

are positively related to student outcomes (motivation, perceived instructor credibility, 

satisfaction with the leader, academic performance, affective learning, and cognitive 

learning)?  

Phase II Qualitative:  Debriefing Interview Results 

Phase II of the data collection process employed the use of a qualitative interview 

to probe significant relationships by exploring aspects of transformational leadership with 

U.S. Descriptive Statistics for MLQ 5X 2004 Normative Sample Descriptive Statistics for Study Data

Total Sample (N=27,285) Self (N=3,375) Lower Level (N=4,376) Study ‐ Faculty ‐Self (N=10) Student ‐ Lower Level (N=42)

Scale Mean  SD Range Mean  SD Range Mean  SD Range Mean  SD Range %tile Mean  SD Range %tile

II (A) 2.94 0.76 4.00 2.95 0.53 3.50 2.93 0.82 4.00 3.57 0.40 1.30 90 3.27 0.24 4.00 60

II(B) 2.77 0.72 4.00 2.99 0.59 3.75 2.73 0.76 4.00 3.51 0.53 1.70 80 2.96 0.69 4.00 60

IM 2.92 0.76 4.00 3.04 0.59 3.50 2.97 0.79 4.00 3.57 0.65 2.00 80 3.32 0.07 4.00 60

IS 2.78 0.71 4.00 2.96 0.52 3.50 2.76 0.75 4.00 3.46 0.51 1.50 70 3.18 0.08 4.00 60

IC 2.85 0.78 4.00 3.16 0.52 3.00 2.78 0.88 4.00 3.77 0.41 1.20 60 3.12 0.58 4.00 50

CR 2.87 0.7 4.00 2.99 0.53 3.50 2.84 0.78 4.00 3.50 0.38 1.00 80 3.14 0.22 4.00 60

MBEA 1.67 0.88 4.00 1.58 0.79 4.00 1.67 0.92 4.00 1.90 0.69 2.50 60 1.64 0.28 4.00 50

MBEP 1.03 0.75 4.00 1.07 0.62 4.00 1.02 0.79 4.00 0.86 0.69 1.80 40 0.58 0.15 4.00 30

LF 0.65 0.67 4.00 0.61 0.52 3.50 0.66 0.72 4.00 0.21 0.33 1.00 10 0.48 0.18 4.00 50

EE 2.74 0.86 4.00 2.79 0.61 4.00 2.78 0.94 4.00 3.31 0.75 2.00 80 3.28 0.19 4.00 70

EFF 3.07 0.72 4.00 3.14 0.51 3.75 3.09 0.78 4.00 3.53 0.51 1.50 80 3.46 0.19 4.00 70

SAT 3.08 0.83 4.00 3.09 0.55 3.50 3.09 0.91 4.00 3.60 0.46 1.50 80 3.44 0.03 4.00 50

Legend IIA Idealized Influence (Attributed) Key of Frequency

IIB Idealized Influence (Behavior) 4 Frequently, if not always

IM Inspirational Motivation 3 Fairly often

IS Intellectual Stimulation 2 Sometimes

IC Individualized Consideration 1 Once in a while

CR Contingent Reward 0 Not at all

MBEA Management by Exception Active

MBEP Management by Exception Passive

LF Laissez Faire

EE Extra Effort

EFF Effectiveness

SAT Satisfaction
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the instructional faculty who participated in Phase I of the project. The qualitative 

research in the second phase was designed to better understand the applicability of 

transformational leadership components to faculty performance management and 

development processes in the higher education instructional setting.  More specifically, 

Phase II of the data collection process was conducted to directly address both research 

questions associated with the study:  Research question #1: What leadership behaviors of 

instructional faculty are positively related to student outcomes (motivation, perceived 

instructor credibility, satisfaction with the leader, academic performance, affective 

learning, and cognitive learning)?  Research question #2:  What type of performance 

management framework promotes the relationship between transformational instructor 

leadership and students’ outcomes?   

The qualitative interview questions utilized in Phase II were divided into three 

categories of inquiry: (1) Interviewee Background and Experience; (2) Debriefing 

Questions Related to the Results from the Administration of the MLQ; and (3) 

Information and Resources Need to Develop Instructor Leadership Behaviors.  The 

questions are displayed in Appendix F.  The responses from the qualitative interviews are 

displayed in Appendix J and word cloud themes depicting those responses are displayed 

in Appendix K. 

 Interviewee background and experience.  As described earlier, ten faculty 

members participated in the study.  Four faculty held full-time status and six faculty held 

adjunct status.  Their higher education teaching experience ranged from four years to 30 

years, and included both undergraduate and graduate level courses, as well as online face-

to-face delivery modes.  The teaching disciplines represented in their backgrounds 
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included health care, military, logistics training, international studies, communication, 

business, supply chain, operations management, human resources, leadership, adult 

learning, management, strategic management, finance, organizational performance, and 

marketing. 

 Prior to their participation in this study, the faculty participants reported that 

previous feedback received on evaluations of teaching included favorable comments on 

the value of constructive, timely, respectful, and personalized feedback to students.  

Additionally, faculty reported previous positive student feedback on course content, on 

the supportive and constructive focus on learning, and on their invested approach in the 

teaching and learning process.  Faculty participants viewed this type of student feedback 

as meaningful and reinforcing for the instructional approaches and changes implemented 

with future groups of students.  However, some faculty raised concerns about low 

response rates and instrument validity associated with the student feedback process.  

Thus, the value of the feedback was tainted in some instances due to these negative 

factors. 

 The background and experience interview questions also included a focus on the 

outcomes valued by students, on steps taken by faculty to improve motivation to learn 

and the pathway to change, as well as past experience with performance management 

systems.   The faculty participants reported that while grades are important, the focus on 

learning is highly valued by students, and that coaching and feedback are essential and 

highly valued in the learning process.  Improving students’ motivation to learn was also 

dependent on feedback that was constructive and focused on potential.  Moreover, 

students valued growth and engagement within a context that provided appropriate 
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resources and the social support necessary to help them succeed.  In spite of these 

conclusions about outcomes that are important to students, several faculty participants 

still focused on content as an area for improvement in their professional development 

plan.  Instructional behaviors that would improve outcomes valued by students or 

improve student motivation and engagement were less dominant in the faculty responses.  

Finally, the faculty reported some previous experience with a performance management 

process or system; however, their previous experiences largely included a focus on 

individual goal setting and a limited focus on broader alignment with organizational goals 

and on incentives tied to goal attainment. 

 Debriefing related to results from the administration of the MLQ.  The results 

from the administration of the MLQ self and rater forms were reviewed with each 

individual faculty participant. Their self-ratings on each of the MLQ items were 

displayed in a spreadsheet that also included a presentation of the distribution of the 

student ratings data on those same items (see Appendix I for a sample comparison 

report).  The interview conversations included an interpretation of the various leadership 

components assessed by the MLQ and identification of areas of opportunity or 

performance gaps between the faculty and student results.  The questions and responses 

specifically focused on the components of transformational leadership, including 

idealized influence, inspirational motivation, intellectual stimulation, and individualized 

consideration.  The response themes associated with the interpretation of the data related 

to these components is summarized below and displayed in Appendices J and K. 

 Response summaries related to idealized influence.  The idealized influence 

components of transformational leadership are focused on building trust and acting with 
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integrity.  More specifically, building trust and acting with integrity encompass building 

respect, going beyond self-interest for the good of the group, articulating values, and 

emphasizing a collective sense of mission and purpose.  The results from the Phase I 

administration of the MLQ to both faculty and student participants indicated an overall 

gap between the faculty and student mean values for building trust (IIA) and acting with 

integrity (IIB).  While the mean value for the student raters on building trust (IIA) was 

3.27, the faculty mean value was 3.57.  The mean value for the student raters on acting 

with integrity was 2.96, while the faculty mean value was 3.51.  In order to close this gap, 

the faculty interviews revealed themes on idealized influence such as the value of 

coaching, communication, responsiveness, modeling, and the setting of realistic 

expectations as behaviors important to building trust and acting with integrity.  However, 

faculty noted perceptual differences in student responses on items across the category.  

One faculty participant conceded that an emphasis on providing better clarity in 

communication and expectations, as well positivity and the future of value of the learning 

were extremely important to the students’ perception of trust and integrity in the 

instructor-leader/student relationship.  Additionally, that same faculty participant had not 

considered the importance of articulating values, purpose, and mission within the 

instructional context of teaching a course.   

 Response summaries related to inspirational motivation.  Inspirational 

motivation encompasses the encouragement of others, and includes talking 

enthusiastically about the future, on what needs to be accomplished, and on expressing 

confidence that goals will be achieved.  The results from the Phase I administration of the 

MLQ to both faculty and student participants related to inspirational motivation revealed 
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a small gap between the mean value for the student raters (M=3.32) versus the mean 

value for the faculty ratings (M=3.57). The themes that emerged from the faculty 

participant interviews related to inspirational motivation centered on the importance of 

communication behaviors and the creation of a supportive environment where faculty and 

students can learn from each other.  Moreover, faculty participants advocated for 

modeling behaviors and portraying the problem-solving attitudes expected of students as 

important to inspiring motivation. 

 Response summaries related to intellectual stimulation.  Intellectual stimulation 

encompasses encouragement to use innovative thinking.  Additionally, intellectual 

stimulation encompasses leading followers to re-examine critical assumptions, to seek 

differing perspectives, to examine problems from different perspectives, and to suggest 

new ways to complete assignments.  The results from the Phase I administration of the 

MLQ to both faculty and student participants related to intellectual stimulation revealed 

an 8.8 percent difference in mean values (student raters M=3.18; faculty ratings M=3.46). 

Faculty participants readily acknowledged that their work as instructors should naturally 

encompass behaviors that lead to intellectual stimulation.  However, two of the faculty 

participants admitted they had not thought about these behaviors through the lens of 

leadership.   

 Response summaries related to individualized consideration. Individualized 

consideration encompasses the coaching and development of people.  Moreover, 

leadership behaviors indicative of individualized consideration may also include 

recognition of the strengths of individuals, as well as recognition of different needs, 

abilities, and aspirations of followers. The results of the Phase I administration of the 
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MLQ to both faculty and student participants related to individualized consideration 

revealed a 20.8 percent difference between the mean value for the student raters 

(M=3.12) versus the faculty ratings (M=3.77).  While the faculty participants emphasized 

that building relationships with students is essential, the data may indicate that faculty 

may need to examine their perceptions of whether their instructional behaviors are 

meeting students’ expectations around individualized consideration. Finally, faculty 

indicated that tackling dysfunctional behaviors and breaking down barriers around 

perceived differences were also cited as important to the process of individualized 

consideration. 

 Information and resources needed to develop effective instructor leadership 

behaviors.  Two questions in the Phase II interview process included a focus on 

additional information and resources faculty would need to close the performance gaps 

identified in the administration of the MLQ. Overall, faculty indicated the need for better 

understanding on how to use formative learning activities and approaches to influence 

student outcomes.  Additionally, faculty indicated the need for better understanding of 

how to implement a “learning together” culture in the teaching of a course.  Finally, 

faculty indicated the need for more information on student characteristics, including what 

they value and important outcomes associated with those values.  Additionally, however, 

faculty indicated the need to be authentic and passionate about their work as leaders in 

the instructional process.  Faculty need to be proactive in overcoming the barriers to 

instructional effectiveness and be willing to lead students to and through the learning 

process.  Finally, the faculty recommended learning more about how to use reflective 

practices to improve instruction. 
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 The concluding questions in the Phase II interview process focused on soliciting 

suggestions for the essential elements of an instructor leadership curriculum and how 

leadership behaviors could be developed through the implementation of that curriculum.  

Several topics and components for an instructor leadership curriculum were proposed by 

the faculty participants, including: (1) the use of an assessment instrument such as the 

MLQ to engage in ongoing self-assessment of leadership behaviors; (2) the use of other 

assessments to diagnose the learning environment and identify outcomes that are 

important to students; (3) identify and practice communication and team-building 

strategies that support relationship-building with students and improve connections; (4) 

help faculty use reflection strategies to better understand how to see themselves as 

leaders; and (5) involve peer mentors with faculty to provide open and honest feedback 

and opportunities for dialogue on leadership behaviors that lead to meaningful changes in 

student outcomes.  Ultimately, several faculty participants emphasized the need for a 

change management strategy that leverages strong social ties with faculty mentors who 

can provide the social support and expertise to help the faculty learners stay committed to 

implementing the use of transformational leadership behaviors.  One faculty participant 

pointed out that faculty who decide to learn more about transformational leadership and 

invoke its use in their instructional process will be learners in transition just as their 

students are learners in transition.  

Analysis and Synthesis of Findings 

 The following research questions that guided this study were as follows: 
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Research question #1: What leadership behaviors of instructional faculty are positively 

related to student outcomes (motivation, perceived instructor credibility, satisfaction with 

the leader, academic performance, affective learning, and cognitive learning)? 

Research questions #2:  What type of performance management framework promotes the 

relationship between transformational instructor leadership and students’ outcomes? 

Identifying Leadership Behaviors Related to Student Outcomes 

 The implementation of the MLQ5-X with both instructors and students in this 

study yielded results comparable to those of other studies, particularly where 

transformational leadership and instructor leadership behaviors in higher education 

settings have been examined ((Bolkan & Goodboy, 2009, 2010, 2011a, 2011b; Pounder, 

2003, 2006, 2008a, 2008b).  The results obtained from Phase I of the data collection 

process indicated evidence of both leader and follower responses indicative of the 

components of leadership behaviors and follower outcomes assessed through the use of 

the MLQ5-X.  Therefore, the use of the MLQ5-X continues to be affirmed as an 

appropriate and valid tool to measure the relationship between a full range of leadership 

behaviors, including transformation leadership, in a higher education instructional 

context.   

Transformational Instructor Leadership and Performance Management 

The aim of this study was to create an integrated performance appraisal and 

development framework that incorporated the faculty performance evaluation process 

with an instructor transformational leadership development curriculum in order to 

improve student outcomes within a college at a private Midwestern university. The 

implementation of this integrated framework was believed to be essential to the overall 
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strategic management of the institution, the achievement of its strategic goals, and the 

effective implementation of its performance management system. The aim of the study is 

directly linked to Research Question 2, which seeks to identify the specific type of 

performance management framework that promotes the relationship between instructor 

leadership and students’ outcomes.   

Summary 

Overall, the results of the study affirmed the presence and relationship of 

transformational instructor-leadership behaviors to student outcomes in a higher 

education instructional context.  Additionally, the results also indicated that achieving the 

aim of the study required the integration of theories about the social dynamic of the 

leadership process and the management of social identity to propose a revolutionary 

vision and framework for a transformative performance management system.   
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FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

 The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and management of teaching performance within a 

higher education setting.  The aim of this study was to create an integrated performance 

appraisal and development framework that incorporates the faculty performance 

evaluation process with an instructor transformational leadership development curriculum 

in order to improve student outcomes within a college at a private Midwestern university. 

The implementation of this integrated framework was believed to be essential to the 

overall strategic management of the institution, the achievement of its strategic goals, and 

the effective implementation of its performance management system. The solution 

proposed for this dissertation in practice is the implementation of a prototype of the 

integrated framework in the college context associated with this study.   

The prototype will be developed through a collaborative, multi-phase approach 

grounded in dialogic organization development, transformational leadership 

development, and action learning. The utilization of prototyping as an organizational and 

systems development mechanism should provide iterative opportunities for faculty 

participants to engage in multiple forms of assessment, to review past performance 

feedback, to learn from and reflect on their own performance and development across the 

multiple facets of their role, to collaborate and network with colleagues on proposed 

system features, to test those features through experimentation and action learning, and to 

learn how to develop an adaptive capacity for change through the prototyping process.  

The following sections provide an overview of the implementation plan, a discussion on 
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the factors and stakeholders related to the solution and the implementation of the 

solution, and a discussion of the practical, research, and leadership implications 

associated with the study.  

 The convergence of complex issues within the operating environment for colleges 

and universities, as well as the integrated nature of these influences create strategic 

performance management problems for organizational leaders.  The application of 

traditional strategic performance management tools, including performance appraisal and 

incentive programs may not yield desired performance outcomes, particularly given the 

dynamic nature of the organizational environment, the social, political, and cultural 

context of the institution, the shifting composition and expectations of the faculty, as well 

as the loosely-coupled structure of a college or university.  Additionally, in a broader 

sense, performance management systems should lead to improved performance; however, 

these systems are being criticized for yielding poor returns on investments in resources 

and time, particularly if employees report low motivation, lack of clarity around 

expectations, lack of accountability, and a lack of feedback and coaching as negative 

outcomes associated with performance management system use (Wigert & Harter, 2017).   

 The quality of faculty performance in teaching, research, and service-related 

activities is integral to the overall performance of academic organizations, as well as the 

outcomes that are important to students.  As noted earlier, evaluating faculty performance 

within and across teaching, research, and service activities is a multidimensional 

evaluation problem (Bana e Costa & Oliveira, 2012).  These types of problems may 

require comprehensive systems that capture the differences between individuals’ 

performance and the comparison of that performance to broad mission or organizational 
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goals (Bana de Costa & Oliveira, 2012).  Moreover, advocates for comprehensive 

evaluation system design strongly recommend alignment or “fit” between the evaluation 

system and the features or requirements of the context (Arreola, 1999; Bland, Wersal, 

VanLoy, & Jacott, 2002).  Institutions with a focus on teaching need systematic appraisal, 

evaluation, and development processes to influence faculty performance around 

instruction and to meet other quality and student outcome objectives.   

 The context for this dissertation in practice study was a private Midwestern 

university that had implemented a performance management system as a tool to establish 

accountability for organizational goals through incentive mechanisms and management 

of individual performance goals.  The specific practice setting for this study was a college 

within the university that had recorded mixed performance results overall, with more 

recent performance data reflecting the emergence of downward trends.  These trends 

were partially attributed to the influence of faculty performance factors on student 

outcomes, to the substantial increase in the use of adjunct faculty in instructional roles, 

and to poorly coordinated mechanisms to improve the quality of instruction by all faculty, 

regardless of status with the institution. 

This study examined the components of transformational leadership in the 

instructional setting of a private university to determine if transformational leadership 

behaviors demonstrated by faculty were linked to positive student outcomes.  Moreover, 

it was expected that the findings of this study would yield recommendations on the 

features of an integrated performance management framework that encompasses the 

instructional performance of faculty and the associated training and development needed 

to incorporate transformational behaviors in the teaching process.    
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The rationale for the focus on transformational leadership was grounded in two 

broad perspectives.  It has been proposed that the teacher/student relationship can be 

viewed as a leader/follower one in which the course or class is viewed as a quasi-

organization where leader/follower influences and relationships can be identified and 

tested (Pounder, 2008b).  Additionally, the application of transformational leadership to a 

performance management context is supported by numerous studies on the relationship 

between transformational leadership and various performance criteria (Wang, Oh, 

Courtright, & Colbert, 2011).  More specifically, “the moderately positive meta-analytic 

relationships of transformational leadership across follower individual-, team-, and 

organizational- levels and various situations … indicate that transformational leadership 

tends to be a robust predictor of desirable performance outcomes across situations (Bass, 

1997, in Wang, Oh, Courtright, & Colbert, 2011).   

Purpose of the Study 

The purpose of the study was to apply transformational leadership theory to the 

context of teaching performance and management of teaching performance within a 

higher education setting.  Higher education institutions expect multiple outcomes from 

the instructional process, including strong student engagement (i.e. student motivation, 

student satisfaction), achievement of student learning outcomes (i.e. cognitive learning, 

affective learning), and strong faculty engagement.  Additionally, higher education 

institutions are expected to hire and retain faculty with appropriate academic 

qualifications for the assigned academic area and degree level; however, possession of 

those qualifications does not ensure high teaching performance.  Attempts to capture and 

measure the linkage between teaching performance and student-related outcomes are 
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embedded in institutional performance management processes and student evaluations of 

teaching.   

Mixed Methods: Sequential with Qualitative to Explain Quantitative 
 

The intent of this two-phase, sequential mixed methods study was to apply 

transformational leadership theory to the context of teaching performance and 

management of teaching performance in a higher education setting. In the first phase, 

quantitative research questions addressed the relationship or comparison of 

transformational leadership behaviors of teaching faculty and student outcome variables 

with students and instructional faculty within a college at a private Midwestern 

university. Information from this first phase was explored further in the second phase. In 

the second phase, qualitative interviews and observations were used to probe significant 

relationships by exploring aspects of transformational leadership with ten instructional 

faculty at a private Midwestern university. The second phase was employed to better 

understand the applicability of transformational leadership components to faculty 

performance evaluation and faculty development processes in higher education 

instructional settings.  

Aim of the Study 

The aim of this study was to create an integrated performance appraisal and 

development framework that incorporates the faculty performance evaluation process 

with an instructor transformational leadership development curriculum in order to 

improve student outcomes within a college at a private Midwestern university. The 

implementation of this integrated framework was believed to be essential to the overall 
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strategic management of the institution, the achievement of its strategic goals, and the 

effective implementation of its performance management system. 

Proposed Solution 
 

 The solution proposed for this dissertation in practice is the implementation of a 

prototype of an integrated performance appraisal and development framework that 

incorporates the faculty performance evaluation process with an instructor 

transformational leadership development curriculum.  The prototype of the integrated 

framework will be developed and tested in the college context associated with this study.  

The utilization of prototyping as an organizational and systems development mechanism 

should provide iterative opportunities for faculty participants to engage in multiple forms 

of assessment, to review past performance feedback, to learn from and reflect on their 

own performance and development across the multiple facets of their role. Additionally, 

the prototyping process should allow faculty participants to collaborate and network with 

colleagues on proposed system features, to test those features through experimentation 

and action learning, and to learn how to develop an adaptive capacity for change through 

the prototyping process.   

To achieve the aim of this study, the data indicated the need for an integrated 

solution that supports the potential for achieving and sustaining positive student 

outcomes over the long term.  The integrated solution must incorporate improvements to 

the overall performance management system, as well as improve commitment and 

alignment around the organizational development supports and instructional strategies 

that lead to sustained improvements in student outcomes.  These improvements must be 

pursued simultaneously to demonstrate consideration of and commitment to objectives 
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important to multiple stakeholders.  Finally, the complexity of the context, as well as the 

integrated nature of the proposed solution framework, requires a comprehensive systems 

approach that encompasses a deeper structural analysis of the instructional processes 

directly impacting student outcomes and an implementation plan that improves several 

organizational capabilities as the framework is implemented over time. 

The implementation plan (see Appendix L) for the prototyping process will utilize 

a multi-phased approach that leverages dialogic organization development, 

transformational leadership development, and action learning strategies.  The use of a 

dialogic organization development change process appears to be an appropriate 

methodology for complex situations where transformation of the narrative and social 

reality surrounding an issue or a challenge is needed.  The context for this dissertation-in-

practice study reflects situational, political, social, and governance challenges with the 

overall management and development of performance at multiple levels throughout the 

organization.  Dialogic or conversational processes will engage the faculty participants in 

positive, generative, and iterative cycles of discovery, action learning, and collaboration 

to recommend and co-create a transformed system of performance appraisal and 

development for faculty at the institution.  Additionally, learning about the 

transformational leadership and its impact on student outcomes will be utilized to 

uncover instructional leadership strengths and to better understand and identify specific 

areas of change to improve and sustain faculty performance. 

Support for the Solution 

     Support from the broader institutional context.  As described earlier, the university 

had implemented a performance management system as a tool to establish accountability 
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for organizational goals through incentive mechanisms and management of individual 

performance goals.  Implementation of the system presented several challenges, 

particularly as the system was implemented relative to full-time and adjunct faculty 

performance.  First, the performance expectations for both full-time and adjunct faculty 

have been developed with significant administrative input and minimal input from the 

faculty as a whole.  Secondly, the system was not aligned to university strategic goals and 

other important faculty-related processes such as the rank and promotions process.  

Additionally, the performance management system has not provided clarity on how 

individual performance links to meaningful rewards and incentives or how individual 

performance should be associated with a development plan to influence that performance.  

Consequently, goal-setting processes have been driven by individual initiative; rewards 

and incentives, if awarded, appear to be informed by preferences rather than performance 

information; and development of talent across the university has appeared to be episodic 

rather than strategic.   

     Support from the college context.  As described earlier, the college within the 

university associated with this study recorded mixed performance results overall, with 

more recent performance data reflecting the emergence of downward trends.  In part, the 

overall performance of the college has been impacted by intensifying competitive and 

market factors over the past several years.  However, those overall performance trends 

within the college have been also impacted by factors related to a negative work climate 

and work context focused on aims other than faculty performance and development.   

The culture and climate within the college where the proposed solution will be 

implemented reflects residual features often associated with leadership turmoil and forced 
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change.  In 2015 when I was promoted to the position of dean of the college, I was the 

fourth person to hold the title of dean within a span of seven years.   The turnover in 

leadership inspired a “survivor” mindset among many faculty and staff in the college; and 

the work climate was negative and stressful.  Because of the leadership turnover, strategic 

goals for the college were ill-defined or nonexistent, the work of both faculty and staff 

was not aligned to a broader sense of shared purpose or clear set of expectations, 

feedback mechanisms inspired fear rather than motivation, and individuals received no 

formal social support through coaching or mentoring to improve performance.   

In addition to leadership turnover in the college, the university reorganized the 

academic colleges during the same time frame over which the turnover occurred.  The 

implementation of that reorganization plan led to the transfer of faculty and programs 

into the college without a plan for their successful transition. Ultimately, faculty and staff 

felt “thrown together” and were expected to perform as a highly productive and cohesive 

unit in a context that lacked clarity around performance goals or the associated 

investment in resources and support for people to achieve those goals.  While many 

faculty and staff report that the work climate has improved significantly and that 

expectations have been clarified under my leadership as dean, an adaptive challenge still 

persists within the college.  The performance management system in use is a collection of 

siloed processes that are disconnected, uncoordinated, and lack real system features; it is 

not well aligned to vision and strategy; and it is not yielding sufficient convincing 

evidence of improvements in performance at multiple levels.  Additionally, the dynamic 

nature of the teaching and learning process requires deeper examination of the role of 

faculty, as well as the skill sets and behaviors needed to perform well in a changing 



THE SIGNIFICANCE AND INTEGRATION  63

environment.  Transforming the performance management and development system is 

critical to the overall health and performance of the college, as well as the individuals 

who work within the college.  

 Support from study data.  The data collected in this study support the need for 

the proposed solution.  First, Phase I or the quantitative phase of the study yielded 

important insights into the similarities and differences between instructional faculty and 

students on the leadership behaviors that lead to outcomes valued by students.  

Specifically, faculty leadership behaviors, such as acting with integrity, communicating a 

shared sense of purpose, teaching and coaching to develop strengths, encouraging 

innovative thinking, and communicating confidence in the ability to achieve goals, led to 

outcomes valued by students.  If these behaviors were absent or portrayed infrequently 

yet valued by the students, a gap appeared in the data reported by faculty versus the data 

reported by students.    

Additionally, the implementation of the MLQ 5X instrument proved to be a useful 

tool for developing awareness among the faculty participants around the differences 

between transactional and transformational leadership behaviors and the impact of the 

use (or absence) of those behaviors in producing outcomes valued by students in the same 

instructional context.  None of the faculty participants had ever completed the MLQ 5X 

instrument in any prior context.  Additionally, none of the faculty participants were 

specifically knowledgeable about the components of transactional and transformational 

leadership.  While some life and work experiences had informed their general thoughts 

about leadership, many had not really reflected on the relationship of their leadership 

behaviors to the outcomes expected by students in the instructional context.   
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 Phase II or the qualitative phase of the study yielded deeper insights into the 

applicability of transformational leadership components to faculty performance 

management and development processes.  Faculty participants specifically cited the need 

for a more formal and comprehensive approach to their performance and development.  

Faculty participants cited the benefit of using assessment instruments to build self-

awareness around leadership behaviors and the use of other assessments to diagnose the 

learning environment and identify outcomes that are important to students.  Additionally, 

study participants recommended that learning and development activities should include 

communication and team-building strategies to support relationship-building with 

students and improve connections with students.  Faculty participants also indicated the 

need to learn how to use reflection strategies to inform and improve their work as leaders 

and instructors. Finally, participants emphasized the need for a change strategy that 

leverages strong social ties with faculty mentors who can provide the social support and 

expertise to help the faculty learners stay committed to implementing the use of 

transformational leadership behaviors.  

Support from literature.  Experts suggest careful consideration of several 

factors in the vision for and design of integrated performance management systems 

(Carpi, Douglas, & Gascon, 2017; Demartini, 2014).  Factors to consider include the 

basic nature of the organization, as well as its strategic vision and aims.  Moreover, 

factors such as the organization’s broad strategic and performance management 

capabilities, the dynamic and complex nature of the organization’s environment, and the 

change leadership capabilities situated throughout the organization deserve consideration 

as well (Carpi, Douglas, & Gascon, 2017; Demartini, 2014, Beer, 2009).  Finally, the use 
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of dialogic organization development and leadership development through action 

learning represent foundational considerations for an effective approach to change 

(Rothwell, Stavros, and Sullivan, 2016; Paine, 2017; Bushe, 2013). 

 The nature, vision, and aims of the organization. Managing organizational 

performance is a complex task for organizational leaders.  Transforming vision and 

values into desired outcomes requires coordination of strategy formulation and 

implementation activities, as well as alignment of rewards, incentives, and performance 

measures (Demartini, 2014).  Traditionally, systems utilized to manage performance have 

exerted diagnostic control on the organization, meaning the design and use of the 

performance management system emphasized efficiency, process standardization, and 

top-down approaches to strategy formation and implementation, as well as feedback 

about performance against targets or benchmarks. This type of approach is important for 

management control of organizational resources, but that same focus can discourage the 

creative and innovative approaches necessary for achieving successful performance over 

the long term and discourage empowerment and commitment of individuals around their 

own performance.  It would seem that organizational leaders are faced with an inherent 

tension and trade-off between tight management control using diagnostic approaches 

versus using interactive or dialogic approaches that encourage creative, innovative, and 

organic strategies to improve performance in more sustainable ways (Demartini, 2014).    

 Nature of the organizational environment.  The performance of the organization 

is affected by characteristics of the external environment and by variables associated with 

the internal context.  For example, the external environment may exhibit uncertainty, 

competitive hostility, economic turbulence, or complexity in varying degrees and 
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combinations.  The interplay of these factors in the external environment may call for 

performance management approaches that are dynamic or agile to achieve organizational 

strategic aims.  The internal context includes variables such as technological 

sophistication and interactions between people, processes, and systems, formal and 

informal organization structure attributes that define roles and govern relationships, types 

of administrative and social control, levels of definition and clarity in strategy throughout 

the organization, and organization culture attributes that promote knowledge sharing and 

organizational learning.  Performance of the organization is positively influenced if the 

internal context is aligned with and capable of responding and adapting to the 

characteristics of the external environment (Demartini, 2014). 

 Student needs and expectations in the higher education environment.  The 

student population at many colleges and universities is more highly heterogeneous that in 

previous decades (Beach, 2016).  For example, students enrolled in these colleges and 

universities may have learning disabilities, be first generation college students, be 

returning from active military duty, and/or possess inadequate academic preparation for 

the college experience.  Colleges and universities cannot assume that the methodologies 

and approaches of the past will lead to positive outcomes for students now and in the 

future.  Therefore, this diversity among student learners presents both an opportunity and 

an imperative for faculty performance and development.  Faculty will need to utilize 

assessment and feedback mechanisms to identify and clarify students’ needs and 

expectations; and they will need to participate in continuous performance improvement 

and development systems to align current and new innovative methods of instruction and 

engagement to meet students’ needs and expectations (Beach, 2016). 
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 Role of faculty and engagement with forms of scholarship.  The design and 

implementation of an integrated system to improve faculty performance and development 

around instruction must account for the explicit manner in which the role of faculty is 

defined and rewarded within the institution, as well as the inherent biases around what 

constitutes “skilled” and “unskilled” work by faculty (O’Meara, 2016).  Many faculty 

members and their employer institutions have long valued the scholarship of discovery as 

“skilled” work over other forms of scholarship, including the scholarship of teaching.  

Experts have asserted that a more balanced view of scholarship must be evident within 

policy and reward structures if the quality of teaching and learning is expected to improve 

(Boyer, Moser, Ream, & Braxton, 2016).  Moreover, Boyer et al (2016) proposed that the 

expectations for and evaluation of faculty not only be broadened, but be “individualized 

and continuous…if faculty are to build on their strengths and contribute constructively” 

to the desired outcomes of their institutions and their students (Boyer, Moser, Ream, & 

Braxton, 2016, p. 97).  The criteria used should reflect the dynamic nature of change in 

the personal and professional growth of faculty across their lifetimes (Boyer, Moser, 

Ream, & Braxton 2016).  Essentially, systems that embrace diversity, rather than adhere 

to uniformity, are key to success on many levels. 

 College teaching as a meta-profession.  College teaching has been characterized 

as a “meta profession” or “a profession that assumes content expertise as a foundation but 

requires professional-level performance in areas outside a faculty member’s recognized 

area of expertise” (Arreola, 2007, p. xix).  The meta-profession model conceptualizes 

college teaching as a practicing profession that potentially requires exceptional 

performance across 20 sets of skills.  Consideration of this model proposes to be valuable 
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in establishing and elaborating on the areas of measurement for faculty performance, as 

well as the professional enrichment and faculty development needed to sustain and 

improve those performances.  The professional-level performance areas could include 

skill sets such as instructional design, instructional delivery, instructional assessment, 

learning theory, human development, information technology, communication styles, 

conflict management, group process and team building, resource and personnel 

management, and financial and policy development (Arreola, 2007).   

Experts have proposed that identifying and defining these various skills sets 

within a meta profession paradigm holds the potential for designing a more objective, 

performance-based evaluation procedure.  Additionally, conceptualizing college teaching 

as a meta profession with multidimensional skill sets establishes the potential to view 

faculty evaluation and faculty development as opposite sides of the same coin within a 

larger holistic and comprehensive system of performance and development (Arreola, 

2007).  Thus, the specific performance expectations identified for the various skills sets 

should be supported by and further developed through properly matched faculty 

development and professional enrichment opportunities.  Experts have also proposed that 

any faculty evaluation procedure that is implemented without reference or alignment to 

faculty development or professional enrichment opportunities is likely to be viewed as 

punitive in intent (Arreola, 2007).  Conversely, faculty development or professional 

enrichment opportunities implemented without any reference to faculty evaluation 

information or performance expectations are likely to only benefit those who are 

motivated to improve their performance.  In other words, the good performers will get 

better and others will be among the last to improve (Arreola, 2007). 
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Performance management systems versus performance development systems.  

Experts have been critical of performance management systems in recent years, primarily 

because improvements in both individual and organizational performance have not been 

realized (Wigert & Harter, 2017).  Regardless of the scope or scale of change desired to 

improve performance management systems, organizations must understand which 

components are defective and why they do not function as expected.  In some cases, the 

performance management system has failed to convey and account for shared goals to be 

achieved and how people should be led and developed toward those goals.  Ultimately, a 

performance management system should reflect a “holistic people management strategy” 

and a connection to all areas that substantively affect employee behaviors and decision 

making, including culture, policies, performance targets, and communication systems 

(Wigert & Harter, 2017, p. 3).  Evidence suggests that these systems are failing and that 

many employers are not able to meet employees’ basic performance management needs 

(i.e. connecting the job description to the work performed and having control over the 

metrics used to measure performance).  A study conducted by Gallup researchers 

reported that “only two in ten employees strongly agree that their performance is 

managed in a way that motivates them to do outstanding work” (Wigert & Harter, 2017, 

p. 4).  A deeper examination of problems associated with traditional performance 

management systems reveals two broad areas of challenge—one area of challenge is with 

the annual review process and the other is associated with a lack of meaningful 

performance development processes tailored to the individual employee’s talents, 

performance needs, and sense of purpose (Wigert & Harter, 2017).   
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In a general sense, employees resist annual review processes, primarily because 

they view them as inaccurate, unfair, and lack developmental value.  This resistance is 

linked to several obstacles including the fact that reviews are conducted infrequently, the 

ratings and ranking systems lack clarity and do not help people improve their 

performance, managers struggle with subjectivity and bias in the evaluation process, and 

the process may over-emphasize pay incentives (Wigert & Harter, 2017).  Experts 

propose that improving and transforming performance management processes to 

encompass practices that promote employee development, motivation, growth, and 

engagement will not only improve performance, but will also improve both individual 

and organizational capability to work in more agile ways in dynamic environments 

(Wigert & Harter, 2017).  In the higher education context, faculty will share many of 

these same views of traditional performance management systems; however, additional 

factors bear consideration, particularly when designing and implementing integrated 

faculty evaluation and development processes.  

Loose-coupling approach in system design.  Evidence from this study suggests 

that the broader higher education context calls for the implementation of a comprehensive 

performance management and development framework with a loose-coupling 

perspective, grounded in contingency theory assumptions (Demartini, 2014).  A loose-

coupling approach to system design is based on systemic relationships (couplings) that 

are both coordinated and autonomous; thus, holding the potential for improved 

performance with goal achievement and sufficiently autonomous to promote innovation 

and flexibility.  In the performance management context, “two performance management 

mechanisms are loosely-coupled when they directly or indirectly affect each other, share 
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some common components, but may differ in use, focus, and control emphasis” 

(Demartini, 2014, p. 4). 

Planning for comprehensive faculty evaluation systems.  Experts suggest that a 

reliable comprehensive faculty evaluation system can be implemented effectively and in 

a manner that reflects the institution’s mission, vision, priorities, and values, as well as 

the priorities and expectations of both administrators and faculty (Arreola, 2007).  More 

specifically, a comprehensive faculty evaluation system could be an integral component 

of a broader performance management system.  Recommended steps to follow to 

implement this type of system include the following: (1) determining the roles faculty 

play within the institution; (2) identifying the values of faculty and administration relative 

to the roles faculty play; (3) developing clear definitions of each role to ensure 

measurement of performance in those roles; (4) determining role component weights for 

the specific performances; (5) determining appropriate sources of faculty performance 

information; (6) assigning importance weights to the various sources of faculty 

performance information; (7) determining the data gathering procedures to be utilized;  

and (8) building the various tools to gather the information desired (Arreola, 2007).  As 

these steps are implemented, experts also suggest to be wary of adopting the practices of 

other institutions.  Effective systems are tailored or customized to the vision, mission, and 

values of the institution.  Additionally, experts strongly urge the systematic involvement 

of faculty in the process of building or refining a faculty evaluation system.  Failing to 

involve faculty and use their input will lead to a substandard outcome for the process and 

the system (Arreloa, 2007).   
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Finally, experts recommend that controlled subjectivity, rather than a false notion 

of objectivity, be considered as the system is being developed.  In other words, objective 

evaluation is impossible; therefore, the system should be designed to produce evaluative 

judgment on the basis of data, regardless of who conducts the evaluation (Arreola, 2007).  

The critical foundational element associated with each of these steps is the determination 

of the various skills associated with the various roles played by faculty, particularly those 

that extend beyond the base content, research, and service skills often associated with 

college teaching (Arreola, 2007). 

Factors and Stakeholders Related to the Solution  

Organizational Considerations for an Integrated Solution.  The integrated 

solution must propose improvements to the overall performance management system, 

propose improvements to performance evaluation and appraisal processes, as well as 

improve commitment and alignment around the organizational development supports and 

instructional strategies that lead to sustained improvements in faculty performance and 

associated outcomes.  These improvements must be pursued simultaneously to 

demonstrate consideration of and commitment to objectives important to multiple 

stakeholders.  Finally, the complexity of the context, as well as the integrated nature of 

the proposed solution framework, requires a comprehensive systems approach that 

encompasses a deeper analysis of the instructional leadership behaviors directly 

impacting student outcomes and an implementation plan that improves organizational 

performance management capabilities as the framework is implemented over time. 

 The organizational capabilities essential to enablement of the proposed integrated 

performance management framework are: (1) clear direction and commitment from 
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senior leadership focused on addressing the organizational barriers and pathways 

necessary to improve employee performance and commitment, especially of the faculty 

who work directly with students in the instructional process; (2) open communication 

channels between senior leadership and the organization about those barriers and 

pathways; (3) translation mechanisms to convert strategic goals and values into effective 

strategies and tactics that improve execution and performance in the instructional context; 

(4) coordination between value-generating activities; and (5) an organizational network 

of committed, capable people who are open to learning and empowered to lead in ways 

that positively influence strategic innovation and change objectives (Beer, 2009).  Several 

key change levers should be employed to ensure development of these capabilities.  

These levers include the development of skilled change leadership throughout the 

organization, a learning and governance system to enable broad, transparent, 

organization-wide conversations about performance management, development, and 

change, a strategic management system where goals are set, reviewed, and aligned in 

ways that enable the organization to adapt to external demands and improve student 

outcomes, an organizing system with mechanisms designed to enable value-creating 

activities, and a human resources system supportive of and aligned with the strategic 

growth and leadership aims of the organization (Beer, 2009). 

Stakeholders.  The primary stakeholders related to the solution include the 

organization and executive leadership of the institution, the dean and assistant deans of 

the college associated with the study, the full-time and adjunct faculty who are 

specifically employed within the college associated with this study, and the students 

enrolled in the courses taught by faculty affiliated with the college.   
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Institutional Factors and Experience with Performance Management.   

The initial implementation of the institution’s performance management system 

relative to faculty performance was challenging for several reasons.  First, the university 

previously employed a faculty performance evaluation system that relied primarily on 

faculty self-evaluation processes and feedback from students’ evaluation of teaching.  

Shifting to a more standardized, top-down evaluation system generated conflict between 

full-time faculty and administrators responsible for its implementation.  Additionally, the 

standards for full-time faculty in the areas of teaching and instructional development 

were not adequately developed and were not communicated to the large cadre of adjunct 

faculty employed by the institution.  Second, the old self-evaluation process, as well as 

the newly-implemented performance management system, was expected to yield areas of 

focus for improvement or faculty development, as well as a foundational rationale for 

faculty promotion decisions.  However, evaluating performance improvement was 

challenging because the goals selected for improvement were driven by individual 

initiative and not aligned with organizational expectations.  Finally, feedback from 

students’ evaluation of instructors was ineffective due to low student participation and to 

instrument design that did not necessarily capture linkages between student outcomes and 

faculty performance.   

 Complexity in the Instructional Context – The instructional context for all 

faculty in the college is complex.  The college is comprehensive in the scope of its 

programs—offering a range of program for undergraduate students with widely 

varied academic experiences, a variety of masters-level programs, and two 

doctoral programs.  While faculty teach in programs aligned to their academic and 
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professional credentials, it is likely that faculty may teach specific courses in 

varied delivery formats (face-to-face, online, blended) to students with diverse 

backgrounds and academic experiences.  The dynamic nature of the instructional 

context requires faculty to engage in continuous improvement and adjustment of 

instructional practice to meet the needs of students.  Additionally, faculty and 

students interact with each other in myriad of ways, sometimes under the 

influence of competing values and norms of behavior, as well as varying views on 

role status and distribution of power.  Finally, faculty generally expect to operate 

within their roles with a certain degree of autonomy.  However, because the 

college operates with a large number of adjunct faculty, it is necessary standardize 

the curriculum content and instructional design within courses and programs to 

ensure consistency and equivalency among those offerings.  Full-time faculty are 

responsible for the curriculum and design of their courses; thus, adjunct faculty 

have limited autonomy to make adjustments in those elements when they are 

assigned to the role of instructional faculty in the courses they teach.  The 

evaluation process for the performance of faculty must account for these various 

elements and the different expectations for each role. 

 Policies Influenced/Influencing the Proposed Solution – The current policy 

structure and organizational performance management system motivating the 

need for the proposed solution is compliance-oriented in nature and in execution.  

Developmental value is limited and current approaches have not contributed to 

the motivation and commitment of employees.  The basic expectations of 

employees relative to the university’s performance management process are 
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outlined broadly in the employee handbook and outlined more specifically for 

faculty in the faculty handbook.  The university expects all employees to engage 

in goal-setting in conjunction with the performance review processes.  However, 

individual performance goals and expectations do not have clear links to broader 

strategic aims or departmental and organizational performance expectations.   

 Potential Barriers and Obstacles to Proposed Solution – The organizational 

context portrays some important barriers that could become obstacles to the 

proposed solution.  First, the organization strategy and institutional priorities have 

lacked clarity, reflected conflicting priorities, and ambiguous connections to 

stated institutional values.  The senior executive team has also been challenged by 

leadership turnover in the role of Chief Academic Officer, by shifting roles and 

responsibilities among senior team members, and ambiguity stemming from 

unclear institutional strategies.  Senior executive managers have also favored top-

down approaches to leadership and have managed some initiatives to such an 

extent that no action or decision relative to those initiatives have occurred without 

executive involvement.  Communication strategies have not been utilized to 

develop the organization and to improve its performance.  The institution has 

struggled to develop leadership throughout the institution as a strategic system 

and does not have a formal leadership development plan at any level of the 

organization.   

 Financial/Budget Issues Related to Proposed Solution – The university’s 

current technology solutions that support human resource and performance 

management functions have limitations. These limitations include a lack of 
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system features to strategically support the performance management processes 

for faculty, limited system features for alignment of individual goals with 

institutional goals, and limited system functionality to support the award of 

incentives or merit-based compensation. Additionally, expertise in faculty 

development, human resource system transformation, and leadership development 

curriculum resources are underdeveloped or absent from the current university 

context. 

 Change Theory – Change theory and the leadership of change are directly related 

to this dissertation in practice and proposed solution.  The theoretical frame for 

change associated with this dissertation in practice is centered on revolutionary or 

transformational change. Multiple variables are in play and the dynamic and 

complex nature of the context requires a theory of change and practice with 

change that leads to a transformation of mindsets through decisions and actions 

that ultimately form a new culture around faculty performance and development.  

Understanding and improving faculty performance in the instructional process, as 

well as in helping faculty learn and commit to new, innovative instructional 

leadership behaviors indicate the need to diagnose the adaptive and technical 

elements of the challenges in this context (Heifitz, Grashow, & Linsky, 2009).  

The political aspects of the stakeholder environment and the need to develop 

transformational, adaptive leadership capacity within the instructional culture of 

the college indicate the need for pursuing and embedding change through 

conversation, collaboration, experimentation, and action learning, rather than 

planned change strategies (Heifitz, Grashow, & Linsky, 2009; Kets de Vries & 



THE SIGNIFICANCE AND INTEGRATION  78

Korotov, 2010, Avolio, 2011; Paine, 2017;Marquardt, Leonard, Freedman, & 

Hill, 2009).   

Implementation of the Proposed Solution 

The project will be guided by the following working assumptions and objectives:  

(1)  Previous studies have indicated the need for renewal, transformation, and innovative 

change leadership at multiple levels in colleges and universities, particularly if the 

performance of faculty in the instructional context is expected to lead to transformational 

change in student outcomes (Buller, 2015; Arreola, 2007).  The proposed solution should 

provide additional, valuable insights on the strategic, organizational, and individual 

factors that must be addressed to open the path to transformation and improve the faculty 

development and performance system (Rothwell, Stavros, & Sullivan, 2016);  (2) 

Improving student outcomes is a tough challenge for instructional faculty, particularly if 

the challenge has been characterized and approached as technical, rather than adaptive, in 

nature.  Therefore, the multi-phase prototyping process should guide and support faculty 

through iterative cycles of learning about their own instructional practices and leadership 

behaviors.  In other words, they need to test their assumptions about the nature of the 

challenges they face and they need the opportunity to implement and assess instructional 

behaviors that may lead to transformational change in students’ motivation, satisfaction, 

and academic performance; (3)  Instructional faculty can learn to be effective change 

leaders; however, effective change leadership requires self-awareness and mindfulness, 

both of which must be developed and shaped through self-assessment of values, vision, 

experience, and competency. Therefore, the multi-phase prototyping process should 

engage faculty in the use of assessment tools that help them uncover, reflect on, and 
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renew their own vision, values, and strengths around their own instructional practices;  

(4) Additionally, the multi-phase prototyping process should connect faculty participants 

with relevant peers in systematic ways to build commitment around and reinforce new, 

innovative instructional practices and leadership behaviors through conversation and 

social support; (5) College teaching has been characterized as a “meta profession” or one 

in which faculty are required to work within a variety of roles (i.e. instructional, research, 

mentor, colleague, content expert). They are expected to leverage their qualifications, 

intelligence, and experience as they navigate these roles in a fairly independent manner.  

Therefore, faculty do not see themselves as employees to be managed.  Thus, they are 

often resistant to any system of appraisal, evaluation, and development imposed by an 

external administrative authority with limited faculty input (Arreola, 2007; Buller, 2015).  

Therefore, the multi-phase pilot program should solicit input from faculty on the merits 

and challenges with the current faculty performance management process and solicit 

input on ways the system can be improved.    

Factors and Stakeholders Related to the Implementation of the Solution  

Organizational Capabilities and Strategic System of Support.  Fundamentally, 

several organizational capabilities are essential to enablement of the proposed integrated 

performance appraisal and development.  These include (1) a clear direction and 

commitment from senior leadership focused on addressing the organizational barriers and 

pathways necessary to improve employee performance and commitment, especially of 

the academic staff who work directly with students in the instructional process; (2) open 

communication channels between senior leadership and the organization about those 

barriers and pathways ; (3) translation mechanisms to convert strategic goals and values 
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into effective strategies and tactics that improve execution and performance in the 

instructional context; (4) coordination between value-generating activities that benefit 

both students and faculty; and (5) an organizational network of committed, capable 

people who are open to learning and empowered to lead in ways that positively influence 

strategic innovation and change objectives (Beer, 2009).  Several key change levers 

should be employed to ensure development of these capabilities.  These levers include 

skilled change leadership throughout the organization, a learning and governance system 

to enable broad, transparent, organization-wide conversations about performance 

management and change, a strategic management system where goals are set, reviewed, 

and aligned in ways that enable the organization to adapt to external demands and 

improve student outcomes, an organizing system with mechanisms designed to enable 

value-creating activities, and a human resources system supportive of and aligned with 

the strategic growth and leadership aims of the organization (Beer, 2009).   

Systematic Opportunities to Practice Leadership, Collaboration, and Action 

Learning.   

The solution proposed for this dissertation in practice study provides a unique and 

transformative opportunity to engage in the practice of leadership, collaboration, and 

action learning through a multi-phased process that should ultimately yield a prototype of 

an integrated framework for performance appraisal and development for faculty.  It was 

evident from the data gathered in this study that faculty participants had minimal 

experience with transformational leadership in the instructional process.  Additionally, 

most of the participants had experienced performance management systems that were 

largely focused on goal-setting as a primary motivational mechanism to develop and 
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improve performance.  The implementation plan for this study explicitly calls for the 

involvement of both full-time and adjunct faculty in dialogic and action learning 

processes to understand and recommend the features of an integrated performance 

appraisal and development framework.  The implementation plan is designed to leverage 

the ideas that emerge from the involvement of faculty and their authentic, realistic 

experiences, rather than prescribe sets of best practices that may not be appropriate for 

the context. It is believed that the involvement of faculty in the practice of collaboration, 

leadership, and action learning throughout the prototyping process will yield important 

sustainable behaviors for sustaining a dynamic system of faculty performance and 

development over the long term. 

Evidence of Value, Effectiveness, Satisfaction, and Engagement.  The 

implementation plan will be evaluated throughout its execution.  The value, effectiveness, 

satisfaction, and engagement with the approach and outcomes of the implementation plan 

and the eventual solution will be assessed throughout each phase of the process.  Multiple 

forms of feedback will be evaluated that will benefit the development of the individual 

faculty involved in the prototyping process, as well as the health and success of the 

process as each successive phase unfolds.  The implementation plan outlined in Appendix 

L provides specific details on the data sources, expected outputs, and measures for each 

phase of the process. 

Implications 

Practical Implications 

 While multiple stakeholders are connected to the mission and purpose of higher 

education institutions, the critical core and value of the mission and purpose centers on 
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the effectiveness of the engagement between faculty and students across a range of 

teaching and learning activities. Therefore, the benefit of developing and implementing 

an integrated framework for performance appraisal and development of faculty should 

obviously lead to improvements in that engagement relationship and benefit the 

performance of both faculty and students.  While faculty are respected for their content 

expertise and their ability to engage in important transactional behaviors that benefit the 

instructional process, the transformational potential of the teaching and learning process 

is often confounded by poor systems of performance management and development, 

difficult internal relationships between faculty and senior leadership, poor governance 

systems, and a lack of understanding of how to engage a system that leverages the 

impacts of transformational instructional leadership on important student outcomes.  

Therefore, it is not just a question of whether transformational leadership could make a 

difference to students in the instructional process, it is a question of how to develop a 

broader adaptive system of leadership that builds and sustains the capacity to engage in 

continuous learning and change as the needs of students evolve through time.  Finally, the 

time is right for new and innovative models for leadership practice in the instructional 

context of higher education that are positive and generative in nature, with the ultimate 

goal of transforming the institution to be ready for the students they serve.  This approach 

constitutes a paradigm shift away from expecting students to be ready for college and 

toward a transformational college environment that is ready to meet students where they 

are and partner with them on their academic journey. 
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Implications for Future Research 

 The implementation of this dissertation-in-practice study has inspired additional 

questions around the role and execution of transformational leadership systems in the 

higher education context, as well as the dialogic organization development and action 

learning methodologies that contribute to positive environments and cultures.  While 

multiple studies confirm the value of a full range of leadership behaviors and skills in the 

instructional process, further research is needed in the optimal design features of 

organizational systems within the higher education context to confirm which 

transformational factors should be addressed in a strategic sense.  Additionally, further 

research is needed in the application of dialogic organizational development and action 

learning methods in the higher education context.  These methods might prove to inspire 

networks of collaboration to address multiple complex issues, as well as inspire the 

involvement and engagement of new leadership.  Undeveloped and under-developed 

leadership capacity, as well as leadership turnover, can impede the organization in 

multiple and critical ways.  The solution to these issues cannot be just centered on 

providing more leadership development that is prescribed by those unfamiliar with the 

context within which the system of leadership is needed.  Solutions need to emerge 

through collaboration and action learning between individuals of diverse backgrounds 

and perspectives.  These approaches may be the most effective ones for long-term and 

sustainable effectiveness around transformational changes, as for building shared 

commitment and accountability around those changes.   
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Implications for Leadership Theory and Practice 

 As noted throughout this study, transformational leadership theory and practice 

are at the center of this study.  Extensive empirical investigations and development of the 

transformational leadership concept and its components have occurred within 

organizational settings over the past thirty years (Burns, 1978; Bass, 1985).  Additionally, 

support for the application of organizational leadership theories to the context of teaching 

have been prevalent in studies for some time (Baba & Ace, 1989; Harvey, Royal, & 

Stout, 2003; Balwant, 2016).  Investigations of organizational leadership theories in the 

teaching context have been conducted across the spectrum of full-range leadership, 

including transformational leadership, transactional leadership, and laissez-faire 

leadership.   

 This study expected to make important contributions to the literature in the areas 

of transformational leadership and performance management system effectiveness in the 

higher education context.  As noted, while transformational leadership theory and 

practices have been examined in a large number of studies, the literature suggested the 

need for more studies to validate the relationship between the transformational leadership 

behaviors of higher education faculty and performance outcomes, such as student 

outcomes, in a variety of contexts (Balwant, 2016).  Additionally, the execution of this 

study promised to improve institutional policies and practices associated with the use of a 

performance management system in a higher education context that involves the 

evaluation of the teaching performance of faculty.  The primary critique of performance 

management systems centers on the lack of psychological or behavioral science in their 

design (Wilde, 2016).  Therefore, this study explored the possibility that the design and 
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implementation of performance management practices might be improved through a 

deeper understanding of the implications of transformational leadership in an 

instructional setting.  

Summary of the Study 

Conventional approaches to performance management system implementation 

may not yield the performance improvements or the innovative and differentiating 

solutions necessary for organizational effectiveness in a complex context, such as that of 

a college or university.  Teaching institutions rely on the effectiveness of instructional 

faculty to positively influence the level of academic performance of students and other 

student outcomes.  However, current faculty performance evaluation systems may not 

yield meaningful data regarding teaching performance around desired outcomes.  

Additionally, if a university utilizes a performance management system with performance 

goal and incentive components, the faculty performance evaluation system may not align 

with the intended goal and incentive expectations.  Finally, improvement of teaching 

performance may not be a priority for faculty who value research or service contributions 

over teaching improvements.  Thus, training and development activities that would 

improve teaching performance would likely not be valued nor pursued.  Improvements in 

the evaluation and improvement of teaching performance was needed, particularly 

because current evaluation factors were not be linked to desired student outcomes and 

faculty training and development activities were not be linked to performance goals or 

meaningful performance feedback. 

This study examined the components of transformational leadership in the 

instructional setting of a private university to determine if transformational leadership 
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behaviors demonstrated by faculty were linked to positive student outcomes.  Moreover, 

it was expected that the findings of this study would yield recommendations on the 

features of an integrated performance management framework that encompasses the 

instructional performance of faculty and the associated training and development needed 

to incorporate transformational behaviors in the teaching process.  

Understanding and leveraging the leader-follower relationship of faculty and 

students in the instructional context of higher education institutions presents a promising 

opportunity to achieve the type of change needed to achieve outcomes that reflect real 

transformation.  However, identifying approaches and implementing solutions in this 

complex context requires a deep understanding of the components of transformational 

leadership and how those components work in the instructional context of a university 

that has also adopted managerial approaches to managing performance across the 

organization. 

The intent of this two-phase, sequential mixed methods study was to apply 

transformational leadership theory to the context of teaching performance and 

management of teaching performance in a higher education setting. In the first phase, 

quantitative research questions addressed the relationship or comparison of 

transformational leadership behaviors of teaching faculty and student outcome variables 

with students and instructional faculty within a college at a private Midwestern 

university.  Information from this first phase was explored further in the second phase. In 

the second phase, qualitative interviews and observations were used to probe significant 

relationships by exploring aspects of transformational leadership with ten instructional 

faculty at a private Midwestern university.  The second phase was employed to better 
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understand the applicability of transformational leadership components to faculty 

performance evaluation and faculty development processes in higher education 

instructional settings. 

Overall, the results of the study affirmed the presence and relationship of 

transformational instructor-leadership behaviors to student outcomes in a higher 

education instructional context.  However, to achieve the aim of the study, multiple 

approaches to change and learning that leverage individual, social, and organizational 

theories simultaneously must be operationalized and integrated with each other.  

The solution proposed for this dissertation in practice is the implementation of a 

prototype of an integrated performance appraisal and development framework that 

incorporates the faculty performance evaluation process with an instructor 

transformational leadership development curriculum.  The prototype of the integrated 

framework will be developed and tested in the college context associated with this study.  

The utilization of prototyping as an organizational and systems development mechanism 

should provide iterative opportunities for faculty participants to engage in multiple forms 

of assessment, to review past performance feedback, to learn from and reflect on their 

own performance and development across the multiple facets of their role. Additionally, 

the prototyping process should allow faculty participants to collaborate and network with 

colleagues on proposed system features, to test those features through experimentation 

and action learning, and to learn how to develop an adaptive capacity for change through 

the prototyping process.   

This study expected to make important contributions to the literature in the areas 

of transformational leadership and performance management system effectiveness in the 
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higher education context.  As noted, while transformational leadership theory and 

practices have been examined in a large number of studies, the literature suggested the 

need for more studies to validate the relationship between the transformational leadership 

behaviors of higher education faculty and performance outcomes, such as student 

outcomes, in a variety of contexts (Balwant, 2016).   

Additionally, the execution of this study promised to improve institutional 

policies and practices associated with the use of a performance management system in a 

higher education context that involves the evaluation of the teaching performance of 

faculty.  The primary critique of performance management systems centers on the lack of 

psychological or behavioral science in their design (Wilde, 2016).  Therefore, this study 

explored the possibility that the design and implementation of performance management 

practices might be improved through a deeper understanding of the implications of 

transformational leadership in an instructional setting.  
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Appendix A – Phase I Letter of Recruitment to Faculty Participants 

Date 

 

Faculty Member 
College of Business 
Midwestern University 
Address 
City, State Zip Code 
 
Dear Faculty Member, 
 
The purpose of this letter is to invite you to participate in a doctoral dissertation-in-
practice study I am conducting in the College of Business to fulfill the requirements of 
my doctoral program at Creighton University in Omaha, Nebraska.  The study is entitled 
“The Significance and Integration of Transformational Instructor Leadership Behaviors 
to a University Performance Management System:  A Sequential Mixed Methods Study.”  
The purpose of the study is to apply transformational leadership theory to the context of 
teaching performance and management of teaching performance within a higher 
education setting.  The aim of this study is to create an integrated performance appraisal 
and development framework that incorporates the faculty performance evaluation process 
with an instructor leadership development curriculum in order to improve student 
outcomes within a college at a private Midwestern university.  
 
The study is designed to incorporate a sequential mixed-methods approach that involves 
the administration of the Multifactor Leadership Questionnaire (MLQ Form 5X Short) to 
faculty participants and the students enrolled in their courses to identify the leadership 
behaviors utilized by faculty in the instructional process in their courses.  The faculty 
self-ratings on the MLQ will be compared to the students’ ratings to identify the nature 
and significance of the gaps in the ratings.  The results of phase I will be reviewed in one-
on-one interviews of the faculty participants in Phase II of the study.  Additionally, 
faculty participants will be asked to answer a series of interview questions in Phase II 
designed to inform and achieve the aim of the study. 
 
As noted earlier, you are being invited to participate in the study because you have at 
least three years of teaching experience in an accelerated undergraduate cohort program 
at the university.  I am happy to meet with you to discuss the details of the study, 
including the process for administering the MLQ to student enrolled in your fall term 
course.  Please be assured that your participation is voluntary and that you may withdraw 
from the study at any time.   Additionally, any data collected from the administration of 
the MLQ or the responses obtained in the Phase II interviews will remain confidential 
and reported only in aggregate form without identifiers.   
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For your review, a consent form is attached.  It will need to be completed prior to your 
participation in the study.  I look forward to hearing from you very soon to learn of your 
interest in participating in the study.  
 
Sincerely, 
Rebecca T. Murdock 
Enclosure  
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Appendix B – Phase I Consent Form for Faculty Participants  

Your signature on this form signifies you consent to participate in a doctoral dissertation-
in-practice study I am conducting in the College of Business to fulfill the requirements of 
my doctoral program at Creighton University in Omaha, Nebraska.  The study is entitled 
“The Significance and Integration of Transformational Instructor Leadership Behaviors 
to a University Performance Management System:  A Sequential Mixed Methods Study.”  
The purpose of the study is to apply transformational leadership theory to the context of 
teaching performance and management of teaching performance within a higher 
education setting.  The aim of this study is to create an integrated performance appraisal 
and development framework that incorporates the faculty performance evaluation process 
with an instructor leadership development curriculum in order to improve student 
outcomes within a college at a private Midwestern university.  
 
As a faculty participant, you are agreeing to complete a self-rating of leadership 
behaviors you utilize as they related to your role as an instructor in an undergraduate 
accelerated cohort course.  The self-rating will be completed using the Multifactor 
Leadership Questionnaire (MLQ Form 5X Short).  Additionally, you are agreeing to 
allow the students enrolled in your fall term course to complete the MLQ to identify the 
leadership behaviors they perceive you utilize in the instructional process in the course.  
The faculty self-ratings on the MLQ will be compared to the students’ ratings to identify 
the nature and significance of the gaps in the ratings.  The results of phase I will be 
reviewed in one-on-one interviews of the faculty participants in Phase II of the study.  
Additionally, faculty participants will be asked to answer a series of interview questions 
in Phase II designed to inform and achieve the aim of the study. 
 
As noted earlier, you are being invited to participate in the study because you have at 
least three years of teaching experience in an accelerated undergraduate cohort program 
at the university.  Please be assured that your participation is voluntary and that you may 
withdraw from the study at any time.   Additionally, any data collected from the 
administration of the MLQ or the responses obtained in the Phase II interviews will 
remain confidential and reported only in aggregate form without identifiers.   
 

Consent Statement 
 

I, _______________________(faculty name) consent to participation in the study.  I 
understand that my participation is voluntary and that I may withdraw from the study at 
any time.  Additionally, I understand that I am not being compensated in any way for 
participation in the study. 
 
 
 
Faculty Signature     Date  
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Appendix C – Phase I - Information Sheet & Consent Form for Students of Faculty  

Information and Consent Form for Student Participants 
 

Dear Students, 
 
I am participating in a doctoral dissertation study that is examining leadership behaviors 
utilized by faculty in the instructional process.  In conjunction with my participation in 
the study, I would like to have you complete a survey known as the Multifactor 
Leadership Questionnaire (MLQ) where you will rate my leadership across several 
dimensions.  The survey will be administered online and would take approximately 15 
minutes of your time.  I do not have access to the survey instrument and cannot view any 
individual feedback from students.  The results of survey will be consolidated into 
aggregate scores and no individual identifying information will be connected to the data. 
 
If you agree to participate in the study, you will receive an email with a link to the survey 
from the principal researcher in the study.  Please be assured that your participation is 
voluntary and that you may withdraw from the study at any time.   Your grade in this 
course will not be impacted in any way regardless of your choice to participate.   
 
Sincerely, 
 
Faculty Participant 
 

Consent Statement 
 

I, _______________________(student name) consent to participation in the study.  I 
understand that my participation is voluntary and that I may withdraw from the study at 
any time.  Additionally, I understand that I am not being compensated, rewarded, or 
penalized in any way for participation in the study. 
 
 
 
Student Signature     Date 
 
 
Email address to receive survey link  
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Appendix D – Phase I – MLQ Leader Questionnaire Sample 

(Shown	for	purposes	of	review.		Permission	for	use	must	be	secured.)	
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Appendix E – Phase I – MLQ Rater Questionnaire Sample 

(Shown	for	purposes	of	review.		Permission	for	use	must	be	secured.)	
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Appendix F 
 

Phase II Interview Questions 
 

Interviewee Background & Experience  
1. Describe your teaching experience in terms of numbers of FTE years, discipline 

areas, levels (i.e. undergraduate versus graduate), and delivery mode. 
2. Prior to this term, please describe the themes that have emerged from previous 

feedback you have received from students on evaluations of your teaching. How 
have you used this feedback?   

3. What outcomes have your students valued most highly?  What instructional 
behaviors have you utilized that seem to have had a positive impact on those 
student outcomes?  What instructional behaviors need your attention in your 
development plan? 

4. When reflecting on the dynamics between you and your students, what steps have 
you taken in the past to improve students’ motivation to learn and be open to 
change? 

5. What instructional behaviors need your attention in your development plan? 
6. Please describe any experience(s) you have with performance management 

systems or situations where merit or performance is rewarded. 

Debriefing Questions Related to Results from Administration of the MLQ 
1. The results from the administration of the MLQ leader and rater forms will be 

reviewed with the faculty participants to interpret the results and to identify areas 
of opportunity or concern represented by the performance gaps between the sets 
of results.  The “I’s” of transformational leadership are idealized influence, 
inspirational motivation, intellectual stimulation, and individual consideration. 

2. What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to idealized influence versus the 
ratings provided by the students? 

3. What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to inspirational motivation versus 
the ratings provided by the students? 

4. What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to intellectual stimulation versus 
the ratings provided by the students? 

5. What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to individual consideration versus 
the ratings provided by the students? 

6. What other themes emerged from the administration of the MLQ that may have 
implications for your own learning about the instructional process and the 
influence of your leadership within that process? 

Information and Resources Needed to Develop Effective Instructor Leadership 
Behaviors 
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1. What additional information would you (the faculty) need close the performance 
gaps identified in the administration of the MLQ? 

2. How would you describe your understanding of appropriate leadership behaviors 
that influence the instructional process in your courses?  What behaviors would 
you need to engage to improve students’ outcomes? 

3. If you were to create an instructor leadership curriculum for faculty, what 
elements or experiences would you recommend for that curriculum? 

4. What type of ongoing feedback about the development or use of instructor 
leadership behaviors should be provided to faculty? 
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Appendix G 
Creighton University IRB Approval Letter 
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If you have any questions, please contact Christine Scheuring at 402‐280‐3364 or 

christinescheuring@creighton.edu. Please include your project title and reference number in all correspondence 

with this committee.  

This letter has been electronically signed in accordance with all applicable regulations, and a copy is retained within Creighton University IRB‐02 
Social Behavioral's records. 
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Appendix H 
Bellevue University IRB Approval Letter 

 

 
  



THE SIGNIFICANCE AND INTEGRATION  111

Appendix I 
 

Sample Comparison Report Presented to Each Faculty Participant 
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Sample Comparison Report for Faculty Participants

MLQ Category Question Question Statement Subcategory Universal Norm Instructor Self‐Rating 0 1 2 3 4

39

Gets me to do more than I 

expected to do EE 2.7 4 14.29 14.29 71.43

42

Heightens my desire to 

succeed EE 2.7 4 28.57 71.43

44

Increases my willingness 

to try harder EE 2.7 4 28.57 71.43

37

Is effective in meeting my 

job‐related needs EFF 3.1 3.5 14.29 85.71

40

Is effective in 

representing me to higher 

authority EFF 3.1 3.5 100

43

Is effective in meeting 

organizational 

requirements EFF 3.1 3.5 14.29 85.71

45

Leads a group that is 

effective EFF 3.1 3.5 28.57 71.43

38

Uses methods of 

leadership that are 

satisfying SAT 3.1 3.5 14.29 14.29 71.43

41

Works with me in a 

satisfactory way SAT 3.1 3.5 14.29 85.71

5

Avoids getting involved 

when important issues 

arise LF 0.7 0.5 83.33 16.67

7 Is absent when needed LF 0.7 0.5 85.71 14.29

28 Avoids making decisions LF 0.7 0.5 85.71 14.29

33

Delays responding to 

urgent questions LF 0.7 0.5 100

3

Fails to interfere until 

problems become serious MBEP 1 1.3 100

12

Waits for things to go 

wrong before taking 

action MBEP 1 1.3 100

17

Shows that he/she is a 

firm believer in if it ain't 

broke don't fix it MBEP 1 1.3 100

20

Demonstrates that 

problems must become 

chronic before taking 

action MBEP 1 1.3 100

1

Provides me with 

assistance in exchange for 

my efforts CR 2.9 3.5 14.29 85.71

11

Discusses in specific 

terms who is responsible 

for achieving performance 

targets CR 2.9 3.5 42.86 57.14

16

Makes clear what one can 

expect to receive when 

performance goals are 

achieved CR 2.9 3.5 28.57 71.43

35

Expresses satisfaction 

when I meet expectations CR 2.9 3.5 14.29 85.71

4

Focuses attention on 

irregularities, mistakes, 

exceptions, and deviations 

from standards MBEA 1.7 1.5 40 20 40

22

Concentrates his/her full 

attention on dealing with 

mistakes, complaints, and 

failures MBEA 1.7 1.5 42.86 14.29 42.86

24

Keeps track of all 

mistakes MBEA 1.7 1.5 33.33 66.67

27

Directs my attention 

toward failures to meet 

standards MBEA 1.7 1.5 16.67 16.67 16.67 50

Student Rater Responses (% of total)
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15

Spends time teaching and 

coaching IC 2.9 4 28.57 71.43

19

Treats me as an individual 

rather than just as a 

member of a group IC 2.9 4 14.29 28.57 57.14

29

Considers me as having 

different needs, abilities, 

and aspirations from 

others IC 2.9 4 28.57 14.29 57.14

31

Helps me to develop my 

strengths IC 2.9 4 42.86 47.14

10

Instills pride in me for 

being associated with 

him/her IIA 2.9 3.8 16.67 83.33

18

Goes beyond self‐interest 

for the good of the group IIA 2.9 3.8 16.67 16.67 66.67

21

Acts in ways that builds 

my respect IIA 2.9 3.8 28.57 71.43

25

Displays a sense of power 

and confidence IIA 2.9 3.8 16.67 33.33 50

6

Talks about their most 

important values and 

beliefs IIB 2.8 4 16.67 50 16.67 16.67

14

Specifies the importance 

of having a strong sense 

of purpose IIB 2.8 4 33.33 66.67

23

Considers the moral and 

ethical consequences of 

decisions IIB 2.8 4 100

34

Emphasizes the 

importance of having a 

collective sense of 

mission IIB 2.8 4 16.67 16.67 66.67

9

Talks optimistically about 

the future IM 2 3.8 28.57 71.43

13

Talks enthusiastically 

about what needs to be 

accomplished IM 2 3.8 14.29 28.57 57.14

26

Articulates a compelling 

vision of the future IM 2 3.8 14.29 14.29 71.43

36

Expresses confidence that 

goals will be achieved IM 2 3.8 14.29 14.29 71.43

2

Re‐examines critical 

assumptions to question 

whether they are 

appropriate IS 2.8 3.3 66.67 33.33

8

Seeks differing 

perspectives when solving 

problems IS 2.8 3.3 14.29 85.71

30

Gets me to look at 

problems from many 

different angles IS 2.8 3.3 14.29 28.57 57.14

32

Suggests new ways of 

looking at how to 

complete assignments IS 2.8 3.3 16.67 16.67 66.67Tr
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Appendix J 
 

Phase II Follow-up Faculty Interview Questions and Responses 
 

Phase II Interview Questions 
Interviewee Background and Experience 

(1) Describe your teaching experience in terms of numbers of 
FTE years, discipline areas, levels, (i.e. undergraduate versus 
graduate), and delivery mode. 

 

Key Words/Phrases Frequency 
Thirty  2 
Twenty-three  1 
Twenty  1 
Fifteen  1 
Ten 1 
Four 4 
Online  9 
Residential  7 
Undergraduate 10 
Graduate  6 
Academic administration 1 
Health care 1 
Military 1 
Logistics training 1 
International 1 
Communication 1 
Business  4 
Supply chain 1 
Operations management 1 
Human resources 1 
Leadership 1 
Adult Learning 1 
Management 1 
Strategic management 1 
Finance 1 
Organizational performance 1 
Marketing 1 
(2)  Prior to this term, please describe the themes that have 
emerged from previous feedback you have received from 
students on evaluations of your teaching.  How have you used 
this feedback? 

 

Key Words/Phrases Frequency  
Feedback—supportive, constructive, timely personalized, 
respectful 

8 

Students, student focused 8 
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Learning focus 6 
Course—good course, relevant, focused on learning 5 
Helpful to students 3 
Timely Feedback 2 
Needs of students considered 2 
Personalized 2 
Chunking information helps learning 2 
Coaching-supportive, guiding meaningful 2 
Appreciate/appreciation shown to students 2 
Good class 2 
Investment/invested in students 2 
Supportive 1 
Constructive 1 
Build confidence and efficacy 1 
(3) What outcomes have your students valued most highly?  
What instructional behaviors have you utilized that seem to have 
had a positive impact on those student outcomes? 

 

Key Words/Phrases Frequency 
Learning – active learning  6 
Feedback focused on future potential  3 
Coaching  3 
Challenging learning activities  2 
Grades for some  2 
Growth mindset; inspired to go above and beyond  2 
Engaging activities; engaging course  2 
Grades  2 
Resources to meet expectations  2 
Social support 2 
(4) When reflecting on the dynamics between you and your 
students, what steps have you taken in the past to improve 
students’ motivation to learn and be open to change? 

 

Key Words/Phrases Frequency 

Learning – active learning  6 
Feedback focused on future potential  3 
Coaching  3 
Challenging learning activities  2 
Grades for some  2 
Growth mindset; inspired to go above and beyond  2 
Engaging activities; engaging course  2 
Grades  2 
Resources to meet expectations  2 
Social support 2 
(5) What instructional behaviors need your attention in your 
development plan? 
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Key Words/Phrases Frequency 
Content  4 
Currency  2 
Consideration 2 
Connections between Content and experience 2 
Clarity 1 
Organization/structure content/learning activities 1 
Offer encouragement 1 
Change teaching methods 1 
(6) Please describe any experience(s) you have had with 
performance management systems or situations where merit or 
performance is rewarded. 

 

Key Words/Phrases Frequency 
Previous experience  6 
No bonus or merit pay  4 
Pay/salary focus  2 
Goals focus  2 
Systemized  2 
Performance management  2 

 
Debriefing Questions Related to Results from Administration of the MLQ 

(1) The results from the administration of the MLQ leader and rater forms were 
reviewed with the faculty participants to interpret the results and to identify areas of 
opportunity or concern represented by the performance gaps between the sets of 
results.  The “I’s” of transformational leadership are idealized influence, inspirational 
motivation, intellectual stimulation, and individual consideration. 

 
(2) What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to idealized influence versus the ratings 
provided by the students? 

Key Words/Phrases Frequency  
Coaching is valued  3 
Learn together  3 
Communication – necessity, key  2 
Some students individually focused, not on class as whole; 
individualistic, not team-focused  

2 

Set realistic expectations 1 
Build commitment 1 
Engagement 1 
Personal touch 1 
Responsiveness 1 
Perceptual differences 1 
Model by example 1 
Need to focus more on organization & clarity 1 
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Future/create roadmaps for students 1 
Value 1 
Positive 1 

 
(3) What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to inspirational motivation versus the 
ratings provided by the students? 

Key Words/Phrases 
Some responses were clustered and in agreement with the faculty self-assessment 
along with a few outliers; hard to evaluate the outliers 
One-on-one supportive environment for students is important; build relationships 
Help students set goals and think forward 
Maintain communication around what needs to be accomplished 
Faculty and students need to learn from each other 
Help students be resourceful 
Instructors should focus on attitude, portraying problem-solving attitudes, and provide 
ongoing coaching and mentoring 
Instructors need to listen; students want to be heard 
Model the behaviors you want to see in students 
Conveying purpose and vision is important 
 
(4) What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to intellectual stimulation versus the 
ratings provided by the students? 

Key Words/Phrases 
Need to ask the right questions; foster critical thinking 
Had not really thought about leadership within the instructional process previously 
Leadership is critical 
Motivation is critical 
Need to lead by example 
Inspire sense of team/learning together 
Require participation from students to help them develop  
Reinforce a problem-solving model throughout the execution of teaching a course 
Consider what the outliers are telling you 
Express pride in work of students 
 
(5) What themes emerged from your interpretation of the similarities or differences 
between your self-ratings on the items related to individualized consideration versus 
the ratings provided by the students? 

Key Words/Phrases 
Focus on the needs of students and their learning—not solely on the content 
Value diversity 
Build relationships with students—this is key 
Tackle dysfunctional behaviors  
Break down barriers around perceived differences 



THE SIGNIFICANCE AND INTEGRATION  118

Help students develop interpersonal skills and professional behaviors; model these to 
students 
 
(6) What other themes emerged from the administration of the MLQ that may have 
implications for your own learning about the instructional process and the influence of 
your leadership within that process? 
Key Words/Phrases 
See previous responses 
Early in career, focus was more transactional 
Leadership is an acceptance of the journey we are all on and instructors are in a 
position to lead the journey for students. 
MLQ categories that focus on transformational leadership are revealing. 
Prior to participation in the study, had not really thought about leadership in the 
instructional context. 
Motivation is critical. 
Did consider the leadership lens prior to this study. 
Had not thought about instruction in leadership terms. 
 

Information and Resources Needed to Develop Effective Instructor Leadership 
Behaviors 

(1) What additional information would (the faculty) need close the performance gaps 
identified in the administration of the MLQ? 

Key Words/Phrases 
Better understanding of how to use formative learning activities and approaches to 
influence student outcomes. 
Better understanding of how to implement a “learning together” culture in teaching a 
course. 
More information about student characteristics, including what they value and what 
outcomes are important to them. 
 
(2) How would you describe your understanding of appropriate leadership behaviors 
that influence the instructional process in your courses?  What behaviors would you 
need to engage to improve student outcomes? 

Key Words/Phrases 
In some cases, being transformational is a strength; however, may need to use 
transactional behaviors if more concrete direction is needed by students. 
Be real, be authentic, be passionate 
See the situation from the students’ perspectives. 
Need to be proactive in overcoming the barriers to instructional effectiveness. 
Lead students to and through the learning 
Reflective practice improves instruction. 
 
(3) If you were to create an instructor leadership curriculum for faculty, what elements 
or experiences would you recommend for that curriculum? 

Key Words/Phrases 
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Values clarifications exercises 
Creation of instructional mission statements 
Complete the MLQ or other similar tool to engage in self-assessment of leadership 
behaviors 
Complete other assessments that help diagnose the learning environment and identify 
outcomes that are important to students 
Communication strategies that support relationship building and improve connections 
Team building  
How to balance content of courses with instructional approaches 
Coaching sessions that help instructors reduce the “ego” and be more student-focused 
Ways to improve curriculum knowledge (not just within a course, but across a 
program) 
Teaching preparation – not just in content, but also in the instructional process and 
with technology integration 
Use the MLQ – get a baseline assessment 
Coaching and working with mentors 
Involve mentors who have relevant experiences 
Change strategies for long-term success 
Self-reflection exercises—some faculty do not see themselves as leaders 
Components of transformational versus transactional leadership 
Self-assessments that inform the instructor in a more holistic manner 
 
(4) What type of ongoing feedback about the development or use of instructor 
leadership behaviors should be provided to faculty? 

Key Words/Phrases 
Need to complete values clarification exercises and debrief on what is learned 
Create space for open and honest reflection 
Need feedback on how to debrief around failures 
Need feedback on how to apply strengths to overcoming a failure 
Need to develop a mission statement for teaching  
Need meaningful conversations with a faculty mentor 
Need reflection to improve awareness 
Need a buddy system 
Need a social network to facilitate communication to create strong social ties to build 
interest and motivation about leadership 
Need practical coaching to make connections between leadership and student outcomes 
Need coaching on how to build relationships with students 
Need formal training and development 
Need informal conversations to inform 360 view of students needs 
Need approach that builds self-awareness around the critical role of instructors in 
shaping the engagement of students 
Need to help faculty better understand themselves—do they see themselves as leaders? 
Need formal training and development to dig not the components of transformational 
leadership 
Need coaching and practice to apply transformational leadership concepts in concrete 



THE SIGNIFICANCE AND INTEGRATION  120

ways 
Need coaching to focus on leadership behaviors that influence student outcomes 
Need to use several types of self-assessments and then debrief around the feedback 
Need to consider that faculty are in transitions just as students are in transition—coach 
through the transitions 
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Appendix K 
 

Phase II Follow-up Faculty Interview Questions and Responses 
Word Cloud Themes 

 
 

Phase II Interview 
Questions 

Word Cloud Themes 

Part I:  Interviewee 
Background and 
Experience 

 

(1) Describe your 
teaching 

experience in 
terms of numbers 

of FTE years, 
discipline areas, 

levels, (i.e. 
undergraduate 

versus graduate), 
and delivery mode. 

(2)  Prior to this 
term, please 
describe the 

themes that have 
emerged from 

previous feedback 
you have received 
from students on 

evaluations of 
your teaching.  
How have you 

used this 
feedback? 

 

 
(3) What outcomes 
have your students 

valued most 
highly?  What 
instructional 

behaviors have 
you utilized that 

seem to have had a 
positive impact on 

those student 
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outcomes? 

(4) When 
reflecting on the 

dynamics between 
you and your 
students, what 
steps have you 

taken in the past to 
improve students’ 
motivation to learn 

and be open to 
change? 

(5) What 
instructional 

behaviors need 
your attention in 

your development 
plan? 

(6) Please describe 
any experience(s) 
you have had with 

performance 
management 
systems or 

situations where 
merit or 

performance is 
rewarded.   

Part II:  Debriefing 
Questions Related 

to Results from 
Administration of 
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the MLQ 

(1) The results 
from the 

administration of 
the MLQ leader 
and rater forms 
were reviewed 
with the faculty 
participants to 
interpret the 
results and to 

identify areas of 
opportunity or 

concern 
represented by the 
performance gaps 

between the sets of 
results.  The “I’s” 

of transformational 
leadership are 

idealized 
influence, 

inspirational 
motivation, 
intellectual 

stimulation, and 
individual 

consideration. 

 

Information item—no data to report. 

(2) What themes 
emerged from 

your interpretation 
of the similarities 

or differences 
between your self-

ratings on the 
items related to 

idealized influence 
versus the ratings 
provided by the 

students? 
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(3) What themes 
emerged from 

your interpretation 
of the similarities 

or differences 
between your self-

ratings on the 
items related to 

inspirational 
motivation versus 

the ratings 
provided by the 

students? 

 

(4) What themes 
emerged from 

your interpretation 
of the similarities 

or differences 
between your self-

ratings on the 
items related to 

intellectual 
stimulation versus 

the ratings 
provided by the 

students? 

 

(5) What themes 
emerged from 

your interpretation 
of the similarities 

or differences 
between your self-

ratings on the 
items related to 
individualized 
consideration 

versus the ratings 
provided by the 

students? 
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(6) What other 
themes emerged 

from the 
administration of 

the MLQ that may 
have implications 

for your own 
learning about the 

instructional 
process and the 

influence of your 
leadership within 

that process? 

 

Part III:  
Information and 

Resources Needed 
to Develop 
Effective 
Instructor 

Leadership 
Behaviors 

 

(1) What 
additional 

information would 
(the faculty) need 

close the 
performance gaps 
identified in the 

administration of 
the MLQ?  

(2) How would 
you describe your 
understanding of 

appropriate 
leadership 

behaviors that 
influence the 
instructional 

process in your 
courses?  What 

behaviors would 
you need to 

engage to improve 
student outcomes? 
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(3) If you were to 
create an instructor 

leadership 
curriculum for 
faculty, what 
elements or 

experiences would 
you recommend 

for that 
curriculum? 

 

(4) What type of 
ongoing feedback 

about the 
development or 
use of instructor 

leadership 
behaviors should 

be provided to 
faculty? 
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Appendix L 
 

Implementation Plan 
 

Prototyping an Integrated Performance Appraisal and Development Framework 

For Faculty Affiliated with a College at a Midwestern University 

Strategy:  Dialogic Organization Development and Action Learning 

 to Open the Path to System Transformation 

Duration:  One Academic Year 

Phase Description 
Pre-launch Purpose:   

 Establish need for the prototyping process with 
organizational stakeholders as a change mechanism 

 Provide vision, clarity, and strategy for the 
approach 

 Invite full-time and adjunct faculty participants to 
the prototyping process (at least 30 full-time faculty 
and 30 adjunct faculty from the college setting) 

 Allow faculty participants to self-organize into 
collaborative action teams  

 Identify resources and technologies to support 
communication, collaboration, co-mentoring, peer 
coaching, and on-site and distance participation in 
the process 

 Prepare budget to support acquisition of resources 
and technologies for the prototyping process 
(estimate - $500 per participant) 
 

Phase I: 
Initiation, Discovery, and 
Insight 

Purpose:  Examine and analyze approaches to leadership in 
the instructional setting for faculty; identify instructional 
leadership strengths that produce transformational 
outcomes for students 
 
Approach:   

 Workshop sessions on faculty role expectations and 
meta-profession skill sets, on use of 360-degree 
feedback to understand link between performance 
and development, and on impact of 
transformational leadership on faculty performance 
and student outcomes 

 Collection and assessment of 360-degree feedback 
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using the MLQ 5X from class settings of faculty 
participants faculty 

 Collaborative faculty action team dialogue and 
reflection on critical questions that have emerged 
from Phase I workshop sessions, 360-degree 
feedback, and other feedback and assessment data 
 

Data sources:  MLQ5X - Self- and Rater data, past 
performance feedback from students, peers, and 
administrators, inventory of previous development 
activities, other values clarification and self-assessments as 
needed, self-reflections 
 
Output/Measures:   

 Workshop evaluation feedback 
 Phase I participant feedback 
 Individual faculty narratives on instructional 

leadership strengths & opportunities for 
development 

 
Phase II: Visioning and 
Action Learning Set I 

Purpose:   
 Review critical reflection questions on faculty 

performance and development from Phase I 
 Identify emergent themes and conclusions from 

Phase I 
 Use action learning sets to formulate initial 

components of a collective vision and narrative for 
instructional leadership performance and 
development 

 
Approach:  

 Collaborative faculty action team dialogue and 
reflection to propose vision and framework 
components 

 Additional data gathering by action teams as needed
 Facilitated large group conversation and 

collaboration to consolidate action team inputs on 
vision and narrative components 

 
Output/Measures: Initial collective vision and narrative for 
instructional leadership performance and development  
 

Phase III: Design and 
Action Learning Set II 

Purpose: Extend and innovate the vision for instructional 
leadership performance and development 
 
Approach: 
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 Review output of Phase II  
 Collaborative faculty action team dialogue and 

reflection to pose additional critical questions on 
faculty performance and development 

 Finalize vision and framework components 
 Facilitated large group conversation and 

collaboration to consolidate action team inputs on 
prototype features of an integrated framework 

 
Output/Measures:  Proposed features for prototype of an 
integrated performance appraisal and development 
framework. 
 

Phase IV: Integration 
and Refinement 

Purpose:  Test and refine a prototype of an integrated 
performance appraisal and development framework 
 
Approach:  Prototype is tested within the college setting 
with all full-time and adjunct faculty.   
 
Output/Measures:   

 Refined prototype of an integrated performance 
appraisal and development framework 

 Evaluative feedback from faculty on the use of the 
framework 
 

Phase V: Stakeholder 
Proposal  

Purpose: Presentation to university stakeholders 
 
Approach:  Open forum, with supplemental Q & A 
sessions as needed 
 
Output/Measures:  Final Proposal for Prototype of 
Integrated Framework 

Phase VI: Closure Purpose:  Formal endorsement of prototype of an 
integrated performance and development framework 
 
Approach:  Seek formal endorsements from university 
governance entities, including faculty senate, rank and 
promotions committee, deans council, executive leadership 
 
Output/Measures:   

 Stakeholder acceptance and recommendation of 
prototype for beta testing across the university 

 Formalized mentor/coaching network among 
faculty (both full-time and adjunct) as a sustaining 
mechanism for learning around performance and 
development 
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 Broad-based reports of improved engagement and 
motivation with continuous improvement of 
performance and development processes 

 Improved perceptions and evidence of a functioning 
system of shared governance around the 
performance and development of faculty 

 Evidence of commitment to build a comprehensive 
leadership system of performance and development 
for the university as a whole 

	
 




