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Quality, exemplary leadership, hope, refl ective practice, and 
welcoming communities are all part of the pathway to the future for 
post-secondary organizations.

 Our issue begins by celebrating Richland College, Dallas, Texas. The 
Malcolm Baldrige National Quality Award was presented to Richland College 
in 2005. Baldrige criteria address everything Richland does—systems, 
processes, programs, and activities—all of which are focused in alignment 
for student learning. Impressively, these criteria and qualities are manifest 
within the Richland College culture of caring and refl ection. Of particular 
interest is Richland’s organizational value of honoring silence by cultivating 
space, time, and skills to hear and honor inner lives. Richland’s is a 
powerful and profound story. 
 We are honored to present the 2007 Exemplary Leaders and 
Leadership Teams in this issue. Selected by their colleagues for excellence 
in post-secondary leadership and honored at the Academy’s 2007 Annual 
International Conference in Jacksonville, Florida, we recognize these 
leaders for their dedicated service, inspired leadership, and ability to create 
empowering environments. Appearing on pages 11 through 23 of this issue 
of Leadership, these leaders lead the way forward. We honor them here and 
invite you to read more about them on our Academy website.
 The pathway forward beckons us to examine new paradigms. 
Leadership from a Hope Paradigm shows us how to lead with authenticity, 
courage, and purpose. Kaye Herth helps us understand the Hope Paradigm 
through her extensive research and meaningful insights. She also gives us 
specifi c leadership practices for engendering and maintaining hope in and 
for ourselves and others.
 Understanding of, and engagement in, complex relationships, systems, 
and processes propel us forward. Seeking insights into our journey Rex 
Veeder offers Navigating Possible Futures by Creating Maps of Undiscovered 
Territory. His essay helps us see journals, journaling, and refl ective practice 
as worksites for thinking and transformative leadership.
 Inclusion and community building are essential on our pathway to the 
future. Post-secondary institutions have opportunities to show leadership 
in welcoming new faculty. Grant MacEwan College, Edmonton, Alberta 
shows us how we can provide clear information on roles, the institution 
and the community, and utilize the diverse perspectives of international 
faculty members in program development. Grant MacEwan’s success in 
attracting international PhDs demonstrates and supports the integration of 
international faculty members into a new institution and country.
 We honor our authors and Exemplary Leaders – together they show us 
the Pathway to the Future.

 TO READ MORE ABOUT THESE INTERNATIONAL EXEMPLARY LEADERS: 
 www.mc.maricopa.edu/chair/conference/2007/exemplaryleaders.html
 RECOGNIZE AN EXEMPLARY LEADER:
 www.mc.maricopa.edu/chair/conference/2008/recognize.html

ichland College, the fi rst 

community college in the 

United States to receive 

the Malcolm Baldrige National Quality Award, 

accepted the nation’s highest presidential 

honor for quality and organizational 

excellence in 2005 at a ceremony in 

Washington, D.C. The Baldrige Award, 

given by the U.S. Department of Commerce, 

honors businesses, educational institutions, 

and health care organizations’ performance 

excellence criteria in our nation. Recipients 

are evaluated vigorously by an independent 

board of examiners in seven areas: leadership; 

strategic planning; customer and market 

focus; measurement, analysis and knowledge 

management; human resource focus; and 

process management. The evaluation process 

includes approximately 1,000 hours of review 

and an on-site visit by teams of examiners 

to clarify questions and verify information 

submitted on an application. Richland 

College has cultivated a history of pursuing 

organizational excellence. To view Richland’s 

application for the 2005 Malcolm Baldrige 

National Quality Award, go to 

www.richlandcollege.edu and click on the 

Baldrige logo in the upper right-hand corner 

of the homepage (PDF fi le).

MALCOLM BALDRIGE 

NATIONAL 
QUALITY AWARD

E D I T O R I A L

B y  I d a h l y n n  K a r r e

Pathway
to the Future
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It is the whole person who best 

learns, teaches, serves, and leads. 

An educator must bring her or his 

whole self to work every day to 

carry out all these responsibilities 

effectively. In addition he or she, 

in community with colleagues, 

must create and sustain a safe, balanced culture of challenge and 

support through effective systems, processes, and programs that 

invite  all students and employees to engage their whole selves in 

teaching, learning, and sustainable community-building service 

every day. Short of this, people (fearful of the consequences of 

failure in a dysfunctional organization where success is diffi cult 

to achieve and rarely recognized) will leave their most vulnerable 

parts at home (their hearts and souls), perpetuating soulless, 

heartless institutions.

—   Dr. Stephen K. Mittelstet
Remarks presented to the National Institute for 
Staff and Organizational Development, 2006

It is

s.
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R
ichland College is an urban community 

college—one of seven individually accredited 

Dallas County Community Colleges in Texas. 

We have a semesterly credit enrollment of 

nearly 16,000 students and a non-credit enrollment of 

more than 6,000 students. 

 In 1979, when my tenure as Richland’s CEO began, our 

student population was vastly more homogenous than it is 

today. Currently, we serve a richly diverse mix of students, 

representing 132 countries and 79 fi rst languages. Our 

total college credit enrollment is 62% ethnic minority; 

average age 28.

 The primary focus of Richland’s 1,200+ full- and 

part-time faculty and staff is helping students successfully 

complete the college credit core curriculum which facilitates 

their smooth transfer to four-year institutions to complete 

their baccalaureate degrees and beyond. Through this focus 

we teach our students lifelong learning and study skills; how 

to communicate and collaborate with others; appropriate 

and creative uses of technology and skills to live more 

purposeful, meaningful lives in a diverse world community; 

and how to transition successfully into the next phases of 

their lives. Consistent with our mission, we also provide 

college credit technical training and career development; 

community economic development assistance; and non-

credit continuing job readiness and currency training 

to smaller percentages of our students and corporate 

community, even though our main focus remains academic 

transfer education to four-year universities—refl ecting the 

primary educational needs expressed by all the stakeholders 

in the communities we serve. 

 When our campus opened in fall 1972, students shared 

Richland’s lawn with sheep grazing on the farmland and 

ducks swimming on the small lakes surrounded by our 

new college facilities. Our architects, winners of numerous 

awards for Richland’s design, had paid careful attention to 

protecting the trees, lakes, and wildlife native to that site. 

Today the sheep graze elsewhere, but the ducks provide 

a key symbolic element to Richland’s organizational 

culture, having inspired the name of our mascot, R. 

Mobius ThunderDuck. “Moby Duck,” in student parlance, 

symbolizes the linkages in Mobius-strip fashion, between 

one’s inner life of contemplation and mindful refl ection 

and one’s outer life of service to others in sustaining 

community, planet and universe.

 Richland is a community of learners. Because we 

believe it is the whole person who best teaches, learns 

and builds sustainable local/world community, we 

(faculty, staff and students) develop, renew and affi rm 

the following organizational “ThunderValues” for our 

learning and work together, both in the classroom and 

in our interactions with each other: Integrity; Mutual 

Trust; Wholeness; Fairness; Considerate, Meaningful 

Communications; Mindfulness; Cooperation; Diversity; 

Responsible Risk Taking; and Joy. 

 The 16th century French essayist Montaigne wrote, 

“This is what I believe, not what ought to be believed.” 

In this spirit we offer these examples of the Richland 

College experience, because we feel there are underlying 

principles that, when considered in other organizations 

and classrooms, may assist you and your students 

toward the wholeness we feel is essential in authentic 

BALDRIGE, LEADING 
RICHLAND COLLEGE TO 
PERFORMANCE EXCELLENCE
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teaching, learning and sustainable community building. 

 At Richland, we have found the Malcolm Baldrige 

approach to performance excellence and institutional 

effectiveness the most comprehensive, systematic and 

rigorous discipline we know to guide us in meeting 

our mission every day (present), while building on past 

successes and failures and simultaneously planning for 

the future. 

 In essence, the Baldrige criteria address everything 

our organization does—systems, processes, programs 

and activities, all of which must be in focused alignment 

with our organization’s “core business” (which we have 

defi ned as student learning) and demonstrated through 

measurable learning and program outcomes for all 

student and other stakeholder segments. Our trend-line 

improvements over time show marked progress toward 

ever-higher student and program achievement targets.

 However, this systematic, disciplined approach is only 

part of the story. At Richland College we believe it takes 

whole people bringing themselves to work everyday and 

being present in their work or the system will not work. 

We have also observed that whole people tend not to come 

to work if the organization is not whole or if it is broken, 

systems are not in place where they need to be, systems 

keep breaking down, or processes are faulty.

 Why not? When an organization is without functioning 

systems and/or has broken processes, even the best of 

employees fi nd it diffi cult to succeed. Frequently, people 

are blamed for failure when it is the system that is broken 

rather than the employee. Sadly, what follows, is that 

whole people stop coming to work—and what do they 

leave behind? They leave behind their most vulnerable 

part—their soul! The result is a soulless organization: a 

lifeless, dispirited, frequently contentious, if not toxic, 

 Our ThunderValues
INTEGRITY 

MUTUAL TRUST
WHOLENESS

FAIRNESS
CONSIDERATE, MEANINGFUL 

COMMUNICATIONS

MINDFULNESS
COOPERATION 

DIVERSITY
RESPONSIBLE RISK TAKING 

JOY 

M A L C O L M  B A L D R I G E  N A T I O N A L  Q U A L I T Y  A W A R D  
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place to work and learn with few rewards and much less 

success than whole people could otherwise achieve. And, 

in the business of education, it is the students and the 

community who ultimately suffer.

 So, at Richland College, we tend not only to use 

the Baldrige approach to organizational wholeness 

and organizational unity, but we also help individuals 

develop and re-assemble their whole selves, both through 

professional development in Parker Palmer-inspired 

“teacher formation retreats” (see Center for Formation 

in Higher Education, www.league.org/league/projects/

formation/index.htm for more information on this practice) 

and in the overall organizational climate of the college day 

in and day out. 

Our organizational value of 
honoring silence by cultivating 

the space, time and skills to hear 
and honor our inner lives (our souls) 
has helped us mold a learning-work 
environment that includes quiet 
refl ection rooms, park benches, 
meditation gardens, fountains, 
waterfalls, the lakeside Peace Pole 
Trail, protected wildlife habitat, and 
our outdoor TLC (teaching, learning, 
community building) Labyrinth as 
convenient places to get away, be 
silent, refl ect and express gratitude 
throughout our busy workdays, as we 
are reminded to do quarter-hourly by 
the resonant peal of our carillon bells 
across the campus.

 Many of the faculty, staff and students who walk 

the TLC Labyrinth are those who have participated in 

the teacher/leader/service provider formation groups 

mentioned earlier. In these sessions, participants learn to 

interact in mindful, considerate, affi rming ways with their 

colleagues, turning to wonder prior to judgment. We view 

whole-person formation as a lifelong journey about who 

we are, what we value, and how we relate to one another 

and our students with our authentic selves, using our gifts 

to help our students and colleagues learn and live better 

with one another.

 So, how does this collaborative, whole-person approach 

translate into organizational performance excellence?

 We are nurturing a campus environment that 

encourages our students and employees to grow and 

improve their community-building leadership abilities, 

regardless of current student status or organizational 

role. In this climate, for example, 22 former Richlanders 

have been mentored into other higher education 

positions as CEOs. 

 Richland’s senior leadership team—our CEO, six Vice 

Presidents, and the Assistant to the President—comprise 

the ThunderTeam. This executive group ensures broad 

stakeholder input and collaboration in updating, 

communicating and implementing our guiding principles, 

values and strategies. The ThunderTeam interacts formally 

and informally with other learning-centered, stakeholder-

focused councils, committees, teams and individuals, 

nurturing an empowering environment for all Richland 

employees and students. 

 The ThunderTeam reinforces our organizational values 

with employees, students and other key stakeholders 

through a variety of listening-learning forums, focus 

groups, campus e-mail and student blog interactions. 

Intentionally weaving these ThunderValues into new 

employee interviews helps us attract people who will 

thrive at Richland, and our three-year new employee 

ThunderSTARS orientation helps to ensure that the values 

are assimilated and more likely to continue to undergird 

daily institutional life.

 Reminders of “ThunderValues in Action” greet 

employees daily as we turn on our computers, where a 

“pop-up” screen features one of the ten values all week 

long, illustrated by a photo and description of current 

campus activity exhibiting that value and inviting 

M A L C O L M  B A L D R I G E  N A T I O N A L  Q U A L I T Y  A W A R D  



  LEADERSHIP Vol. 14.1 Spring 7

everyone mindfully to incorporate that value in the day’s 

activities. Various council meetings, then, are launched 

with shared stories of that featured value in action across 

the campus, setting an appreciative foundation for the 

agenda items which follow. Exemplary stories of these 

values in action are reported regularly in our weekly 

ThunderBridge employee e-newsletter for all to enjoy.

 Fall Convocation is our annual ritual launch of 

new directions, re-alignment with strategic priority 

adjustments, refl ection on new and persistent 

organizational challenges, and celebration of community 

through employee recognition—taking our important 

mission-related work seriously and ourselves lightly as we 

model our ThunderValues in collaboratively designing 

and conducting the festivities.

 Our leadership teams work with special diligence to 

promote high standards for legal and ethical behavior. 

We establish, deploy and enforce guiding principles and 

strategies that stress honesty, fairness, equity, and valuing 

diversity, empowering employees to make effective, 

ethical decisions. Encouraging open communication 

throughout the organization, the ThunderTeam deploys 

the Carver principle of “freeing those closest to the work 

to make responsible decisions.” Employees, supported 

by our outstanding Institutional Research Offi ce, 

analyze information, determine course directions, and 

quickly respond to changes in the environment through 

formal and informal decision-making. Faculty and staff 

are regularly and publicly celebrated with a variety of 

rewards and recognition in various ceremonies, parades, 

honors, banquets and receptions for their outstanding 

collaborative work — both formally and spontaneously 

throughout the college. 

 We emphasize social responsibility through the 

community-building aspect of our mission. Helping our 

students to “lead meaningful, rewarding lives in a diverse, 

global community,” we model community-building 

processes, for example, through cooperative learning 

whereby faculty help students develop successful lifelong 

community-building skills for home, society and work as 

they meet the learning objectives of a given course. 

 To help Richland achieve our vision to be the best 

place we can be to learn, teach and build sustainable 

local/world community, we have recently agreed to lead 

a twenty-member national consortium of community/

technical colleges, from the membership of the 

Continuous Quality Improvement Network, to design 

and implement an “innovations distribution lab” that will 

help the participating institutions learn collaboratively 

how better to help our students and employees learn 

to build sustainable local/world community and to use 

our colleges as model sites for demonstrating how that 

community might look and function. The Johnson 

Foundation will help us launch this initiative this fall 

through a Wingspread Conference in Racine, Wisconsin.

 To improve our own performance, as well as that of 

the college as a whole, ThunderTeam uses the results 

of organizational reviews, including internal and 

external stakeholder feedback surveys, focus groups, 

and other communications. This process is illustrated 

through the Richland College Performance Excellence 

Model. Employees biannually evaluate senior leaders 

and supervisors via the Organizational Climate Survey. 

Leaders meet with representative individuals and 

groups to understand issues and opportunities better. 

 Using an eight-step process improvement/

implementation protocol (PIIP), we have improved 

more than sixty key organizational processes, which 

are archived on our Intranet for shared organizational 

learning. Richland’s senior leaders review the college’s 

monthly “Thunion” report card to trigger “in-process” 

improvements that help the college stay on target with the 

Key Performance Indicator measures for each of our four 

Strategic Planning Priorities throughout the year. This 

report card is then reviewed college-wide for everyone to 

see how what they do links with overall college success 

and to take appropriate actions to achieve next month’s 

targets for each organizational activity measure. 

M A L C O L M  B A L D R I G E  N A T I O N A L  Q U A L I T Y  A W A R D  
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SO WHY DID WE ADOPT 
THE BALDRIGE MODEL? 
•  We believed we were an institution 

with “pockets of excellence” yet 
no systematic, comprehensive way 
to convert these pockets into an 
organization characterized throughout by 
demonstrable performance excellence. 

•  We observed that these “pockets of 
excellence” silos—often separate and 
vying for the same limited resources—
sometimes “sub-optimized” each other 
and the organization as a whole.

•  We had a strategic plan that was more of 
a once-a-year activity isolated from other 
key processes, such as budgeting, rather 
than an ongoing robust, agile, more 
organic learning process.

•  Our metrics to demonstrate achievement 
were neither clearly defi ned nor 
systematically tracked with clear 
measures, targets and action plans.

•  And, as a non-profi t organization whose 
state-funded support for instruction 
had decreased from nearly 70% three 
legislative sessions ago to a low of nearly 
30%—we realized our organizational 
performance behavior needed to 
become leaner, more productive and 
more entrepreneurial. 

 Our senior leaders became students of the Baldrige 

approach, completing Quality Texas Foundation examiner 

training and serving on application review and site-visit 

teams. We completed our own fi rst Quality Texas Level II 

Self-Assessment in 1997.

 Taking one step at a time over a period of several 

years, we deployed the Baldrige approach to focus our 

improvement efforts. In 2001 and 2002, we progressed to 

our fi rst attempts at writing a full Baldrige application and 

received invaluable OFI (opportunities for improvement) 

feedback from each year’s team of six to eight highly 

trained examiners representing all sectors of business 

and education. We realized we were improving our 

approaches and processes through the annual discipline 

of writing the application and acting on these OFIs. This 

discipline was the catalyst for ratcheting up to successively 

higher organizational performance levels. Soon we began 

applying both to TAPE (Texas Award for Performance 

Excellence) and MBNQA (Malcolm Baldrige National 

Quality Award) each year, with annual deadlines falling 

in the spring and fall semesters, to trigger twice-a-year 

responsive performance excellence improvements.

 By 2003, we were selected to receive our fi rst TAPE 

site visit and simultaneously receive our fi rst MBNQA 

Consensus Level Feedback Report, meaning we had 

progressed from Stage I to a Stage II-level team review. 

Our fi rst TAPE site visit provided a more sharply focused 

feedback report, based on our fi rst-hand interactions 

with the examining team, each of whom spent more 

than 80 hours reviewing our 50-page application plus 

another 100+ hours in the on-site review and feedback 

report preparation. This comprehensive review equated to 

signifi cant value-added feedback that would have cost us 

an estimated $200,000 in consultant fees each year. 

 As our systems and processes continued to improve 

and mature, we received our second MBNQA Consensus 

Level review in 2004 and our second TAPE site visit. 

Again, performance results improved, as did the breadth 

and depth of key learnings through more rapid cycles of 

improvement. 

 In 2005 we were selected as a recipient of the Texas 

Award for Performance Excellence and in the same year 

we were selected to receive the Malcolm Baldrige National 

Quality Award, following our fi rst MBNQA site visit. We 

were the fi rst higher education institution to receive the 

Texas Award and the fi rst community college (third in 

higher education) to receive the Baldrige Award in its 17-

year history. 

M A L C O L M  B A L D R I G E  N A T I O N A L  Q U A L I T Y  A W A R D  
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 Throughout this more than decade-long commitment 

to the Baldrige discipline, we have developed our 

Richland Performance Excellence Model for creating a 

solid, dependable performance excellence infrastructure. 

Richlanders can fi nd this model as a hot-linked Intranet 

graphic to help us all see how what we are doing 

individually and in teams connects to the whole. This 

model basically describes a continuous improvement 

approach. We use it to improve systems, processes, 

programs and services in a disciplined, coherent fashion 

to free us for the necessary time and space for the creative, 

innovative breakthroughs we need in our rapidly changing 

world to help our diverse student body succeed in meeting 

their learning goals. To say it another way, the discipline of 

our performance excellence approach frees us to innovate 

and to respond quickly to unanticipated challenges 

and opportunities and to sustain those innovations as 

they help us continue to transform and re-invent our 

organization.

 In our Annual Report for all employees and external 

stakeholders, we illustrate our Key Performance Indicator 

(KPI) achievements with data trended over time, 

benchmarked against other institutions, and segmented 

into smaller sub-categories to avoid our being misled by 

more global fi ndings. Our external TAPE and Baldrige 

review teams have found that our trended 

KPI measure outcomes progress has been 

signifi cant, compared with peers locally and 

across the nation.

 We have come to view Baldrige as the 

wise Socratic teacher who, fi rmly grounded 

in the belief that the answers lie within the 

student—asks rigorous questions over and over 

in a non-prescriptive way to help the student 

fi nd her/his own answers in life’s journey to 

becoming the unique whole person he/she can 

become.    It also has helped our organization, 

as it can others, become whole, high-

performing institutions through the rigorous, 

non-prescriptive questions in each of the seven 

MBNQA categories. 

  “As you enter this space, you are invited to engage 

fully your mind-body-spirit in teaching, learning, and 

community building.” This invitation, posted outside 

Richland’s conference rooms—and soon outside our 

classrooms—reminds us all daily that it is whole people 

who best learn, teach and build sustainable local/world 

communities. And the improvement cycle repeats when 

whole people continue to build whole organizations that 

help these whole people succeed, as we remain committed 

to doing at Richland College.
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L E A D E R S H I P  F R O M  A  H O P E  P A R A D I G M

Leadership in this new millennium beckons us to examine new 

paradigms. The focus of this article is on how leadership from a hope 

perspective enables individuals to lead with authenticity, courage, and 

purpose. There are hundreds of books written on the critical role of 

leaders in this new era; however, only recently has there been any exploration of a 

potential connection between leadership and hope (Helland and Winston, 2005). 

My interest and research in the area of hope began from a very clinical perspective 

that then evolved into my recent work focused on leadership from a center of 

hope. In this article, the tenets of leading from a Hope Paradigm are examined 

and specifi c skills are delineated. Both seasoned and emerging leaders will be given 

a road map with which to navigate the challenges of leading effectively during this 

time of rapid change. 

 This is a time of extraordinary challenge and opportunity related to 

changing demographics, increasing diversity, rapid advances in scientifi c 

research and technology, increasing globalization, and changing workforce 

needs and challenges. Educational leaders must prepare students and faculty 

for interdisciplinary, collaborative, evidence-based practice, telecomputing, 

virtual and personal learning, and building partnerships between communities 

throughout the world. Leaders must unite education and practice through the 

tripartite function of care, teaching and research; this work requires a blending 

of translational scholarship with excellence in practice. Leaders must defi ne and 

clearly articulate a shared vision, enhance the learning and working environment, 

celebrate diversity, build relationships, and expand the regional, national, and 

international reputation and visibility of their college and/or school/department. 

In order to survive and thrive in the environment of today, leadership must occur 

at all levels, not just at the top, and it must be hope centered.

 Leadership from a Hope Paradigm builds on an understanding of hope and 

recognizes that leadership is about infl uencing and making decisions, taking 

appropriate actions at the right times, and projecting ourselves and those around 

us into a future that is better. Hope encourages reaching out into the future and 

celebrating the small steps along the way. Effective leaders have been described 

as those who infl uence, teach and serve as role models (Depree, 1989) and 

teach more through BEING than through doing (Cashman, 1999). Leadership 

has been clearly identifi ed as a skill, not a role (Byram, 2000). Warren Bennis 

(1999) voiced that effective leaders put words to the formless longings and deeply 

felt needs of others. Research-based studies suggest that all leaders share certain 

characteristics; that is, the ability to guide, to direct others toward a goal, to 

infl uence others to make a difference, andto work effectively with and through 

others (Bennis, 1999; Peterson and Luthans, 2003). From my research studies 

and professional experiences I have found that leaders need to have a spirit-lifting 



presence and emulate hope as suggested by Fry (2003), be open to the diversity 

of gifts from others, and be strong enough to abandon themselves to the strengths 

of others. In addition, leaders must encourage their organizations to dance to 

forms of music yet to be heard, and must understand their sphere of control, their 

sphere of infl uence, and those areas or things over which they have no control. 

 Luthans and Avolio (2003) acknowledge that throughout history the 

effectiveness of a leader has been attributed to the leader’s ability to generate 

hope. Yet despite this acknowledgement, little attention has been paid to hope 

within leadership studies due to both its nebulousness and complexity. It is only 

now that hope is being included in emerging concepts and models of leadership 

(Adams Snyder Sigman, and Pulvers, 2002; Snyder, Feldman, Taylor, Schoeder, 

and Adams, 2000). This pioneering work, including my own work, suggests 

that leaders must be a hope agent, a catalyst, a master of change, a pathfi nder, 

an innovator, a developer of people; possess curiosity and be daring, be aware 

of their limitations and listen to others, have a guiding vision and love what they 

do. The most critical attributes of a leader are hope and hardiness according to 

Veninga and Tebbitt (1991). They describe hope as the active expectation of a 

better tomorrow and hardiness as the fl exibility and adaptability to survive the 

changing environment. Peterson and Luthans (2003) identifi ed a signifi cant 

relationship between hopeful leaders, unit fi nancial performance, and human 

resource outcomes, and Luthans (2005) found that hopeful leaders positively 

infl uenced the resiliency of employees and organizations. These fi ndings suggest 

hope is contagious and a leader’s hopeful thinking does indeed impact important 

organizational outcomes. 

 Leaders need to create a vision of hope and lead from a Hope Paradigm (mind, 

body, heart, and soul of hope). In order to lead from a Hope Paradigm the leader 

must understand hope and know how to engender and maintain hope in self 

and others. It is important, as a leader, to understand the multiple defi nitions 

of hope, as well as its critical attributes and tenets in order to lead from a Hope 

Paradigm. Through examining the theoretical and empirical literature it is evident 

that attempts have been made to defi ne and understand hope since the 1960’s. 

One of the early conceptualizations of hope, which has since served as the basis 

for numerous studies and the development of several instruments to measure 

hope, was formulated by Dufault and Martocchio (1985). Hope was defi ned by 

these researchers as “a multidimensional life force characterized by a confi dent yet 

certain expectation of achieving good which to the hoping person is realistically 

possible and personally signifi cant.” Evidence since then has shown that every time 

life asks us to give up a desire, to change our direction, or redefi ne our goals, we 

are invited to widen our perspective and to touch the deeper current of hope. It 

is believed that hope and discouragement are intertwined and have their roots 

L E A D E R S H I P  F R O M  A  H O P E  P A R A D I G M

Todd Carter
Chair, Math/Science Division, 
Title III Coordinator
Seward County Community 
College
Liberal, Kansas

Carlos De Martinis
Director, School of Engineering

Swinburne Universtiy of 
Technology TAFE

Victoria, Australia

Jackie Elliott
Dean of Students
Northwest Missouri State 
University
Maryville, Missouri

Amber Entas
Assistant to Director of 

Student Support Services
Sauk Valley Community College

Dixon, Illinois

Luci Frith
Professor, Humanities and 
Speech
Manatee Community College
Bradenton, Florida

Larry Gee
Dean of Instructional Operations
Wisconsin Indianhead Technical 

College
New Richmond, Wisconsin

12   LEADERSHIP Vol. 14.1 Spring



in despair. Hope has been described as a presence alive with possibilities. It is 

the feeling you have that the feeling you have isn’t permanent, it is a motivating 

factor, and without hope it is diffi cult to explain existence and impossible to 

imagine a future. In the 1980’s and 1990’s, studies were conducted to defi ne 

hope in specifi c groups (Farran, Herth, and Popovich, 1995; Eliott, 2005). Based 

on these studies the following defi nitions of hope were derived from individuals 

across the health and illness and age continuum:

 1.  Hope is a confi dent expectation of signifi cant 
future outcome (healthy young adults).

 2.  Hope is an expectation that goes beyond visible 
facts (chronically ill).

 3.  Hope is an expectation of a brighter moment, 
day, or eternal future, a transcendence of the 
present situation (older adult).

 4.  Hope is an inner power that facilitates 
transcendence of the present situation and 
movement toward new awareness and 
enrichment of being (terminally ill). 

 These various defi nitions suggest that hope is a complex, multidimensional 

and dynamic cognitive process that is observable across numerous contexts and has 

potential applicability to leadership within an organization. 

 Researchers (Farran, Herth and Popovich, 1995) have identifi ed the critical 

attributes of hope as affective (feeling of expectancy), cognitive (goal setting/

vision), and affi liative (relationships/team building). These attributes have 

direct applicability to leadership as leaders are engaged in developing a feeling 

of expectancy (possibilities) within their team, in goal setting based on a shared 

vision, and in building strong and positive relationships between team members. 

Clinically based research (Eliott, 2005; Farran, Herth and Popovich, 1995; 

Herth, 2001) has suggested that the following strategies engender or maintain 

hope within healthy and ill individuals: interconnectedness with self/others/world, 

uplifting memories, cognitive strategies, spiritual belief and practice, refocused 

time, purposeful activities, hope objects, and lightheartedness; in contrast 

depleted energy, hopelessness in others, uncontrollable pain and suffering, 

concurrent losses, and devaluation of personhood have been identifi ed as hope 

inhibitors. Critical to leading from a center of hope is an understanding of both 

the strategies that engender or maintain hope, as well as the hope inhibitors. 

 Leaders need to understand the relationship between hope and coping. 

Research shows us that hope and coping are inexplicably intertwined. Hope, 

according to Farran, Herth and Popovich (1995) may infl uence how the individual 

perceives the threat to self or goals (hope as an antecedent of coping), it may 
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enable the individual to appraise the situation as challenging as opposed to 

threatening (hope as a coping strategy), and it may help the person to use adaptive 

tasks and coping strategies that facilitate expanded functioning (hope as an 

outcome). It would appear that leaders have the ability to enhance and raise the 

hopes of their followers and that hopeful thinking on the part of leaders generates 

hopeful thinking in followers (Luthans, 2005). Hope is about having a fl uid 

spirit; it swings open the door to possibilities and functions as a healing power of 

the human spirit. Helland and Winston (2005), based on review of the research 

literature on hope, concluded that: 

  High hope individuals are better able to cope 
with ambiguity and uncertainty, and, indeed, are 
energized by the challenge of journeying into an 
undefi ned future without having all the answers, 
yet knowing that in time that answers will be 
revealed. It is this enlarged capacity to remain 
open to possibilities, to envision a positive future in 
the face of uncertainty and to creatively construct 
pathways that can be embraced as people 
collectively seek to turn possibilities into reality 
that links hope with the enactment of leadership. 
(p. 45) 

Hope is paradoxical; it is neither passive waiting nor unrealistic forcing of 

circumstances that cannot occur. There are many situations, as a leader, where you 

must help individuals to cope and be open to possibilities. 

 Leadership from a Hope Paradigm involves three components: strengthening 

the hoping self, minimizing hope inhibitors, and creating a vision of hope in 

others. Strengthening the hoping self, whether we are talking about the leader 

or those whom they are leading, involves the strategies discussed earlier, namely 

increasing interconnectedness with self/others/world, enhancing uplifting 

memories, refl ecting on priorities in life and shaping plans for the future, 

learning to pause and refl ect, using cognitive strategies to transform perceptions 

into a positive frame, developing short and long range goals, engaging in 

purposeful activities that provide meaning and purpose in life, and employing 

prosperity thinking. In addition, strengthening the hoping self involves the 

use of lightheartedness (mirthful spirit) in order to gain a sense of perspective 

and to develop the fl uidity and fl exibility needed to survive in environments 

of rapid change and diffi culty and to achieve a sense of balance (Huntley and 

Thayer, 2007). Leaders, operating from a center of hope, need to focus on 

both contextual and content goals. Contextual goals are the ongoing issues that 

must be met if an institution is to thrive and content goals represent the heart 
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and soul of what leaders are seeking to accomplish, their legacy (McNally, 1994). 

Clearly, defi ning one’s legacy, namely those accomplishments for which one wants 

to be remembered long after operational issues are solved, and acting upon them is 

critical to the hoping self. Leaders are encouraged to use “Viewing Hope-Centered 

Leadership From the Inside and Outside” to engage both the leader and those 

they lead in thoughtful refl ection and dialog on the meaning of hope and how one 

engages self and others in the maintenance and enhancement of their hope. 

 Leadership from a Hope Paradigm involves minimizing hope inhibitors in self 

and others including those things that drain and deplete energy and those that 

engender a feeling of hopelessness and an inability to make a difference. Other 

hope inhibitors include experiencing numerous losses concurrently, as well as 

feeling that one’s personhood is devalued. The leader must lessen energy sappers, 

empower their people through coaching, teaching, mentoring, and assisting 

others to recognize the riches that are deep inside, and create an environment of 

hope which emphasizes potential rather than limitations. 

 Leadership from a Hope Paradigm requires creating a hope vision in others 

(see Table 2). Creating this hope vision requires hearing the narrative (story), 

the voice of others through active listening and a realization that leadership is 

primarily about relationships and a trusting reciprocal process occurring between 

people. It also requires creating an environment that fosters expression and 

ventilation of fears, questions, and expectations, along with fostering a sense 

of belonging. Leadership from a center of hope makes space for others to act 

and thus grow; these leaders empower and inspire their people. A most crucial 

Viewing Hope From 
THE INSIDE
1.  What does hope mean to you?

2.  Tell me about your hope. 
What kinds of things do you 
hope for?

3.  If you could identify a source 
of hope for yourself, what 
would it be?

4.  Rate your hope on a scale of 
zero to ten, with zero meaning 
no hope.

5.  What things and/or situations 
most threaten or cause you to 
lose your hope? 

6.  What helps you to engender 
and maintain your hope or 
makes you feel hopeful?

Viewing Hope From 
THE OUTSIDE
1.  What characterizes a hopeful 

leader? A not hopeful leader?

2.  Can you recall a leader who 
was particularly hopeful? What 
stands out in your mind about 
that individual?

3.  What has been useful to you, as 
a leader, in assisting your team 
to remain hopeful? 

Table 1. 
HOPE EXERCISES: VIEWING HOPE-CENTERED 
LEADERSHIP FROM THE INSIDE AND OUTSIDE
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quality of a leader operating from a Hope Paradigm is openness; openness 

to new possibilities, openness to new approaches and strategies, openness to 

relationships, to new ways of doing things, and to letting people express their 

ideas. Cashman (1999) suggests that we should stop calling people “leaders” and 

rename them “openers.” Creating a vision of hope in others requires leaders 

to have a vision and to enroll others in the vision and to develop a sense of the 

possible in others. 

 Hope encourages an individual or group to develop short and long range goals, 

to try alternatives, and to celebrate small steps along the way to achieving success. It 

is important to remember that a good leader is a person who people revere, and a 

great leader is the person where people say “we did it ourselves.” Creating a vision 

of hope in others requires nurturing a team spirit which enables people to sustain 

continued effort and maintain energy and momentum. It must be recognized that 

hope is a contagious reality and needs to be shared. In a Hope Paradigm leaders 

serve as role models of hope and build hope bridges. Research has shown that 

hope is experienced in the present, but it is also linked to the past and the future. 

Therefore, leaders stand in contact with the past and present simultaneously so 

the present becomes clearer and the future is possible. Critical to creating a vision 

of hope in others is an attitude of lightheartedness as it enhances receptivity and 

reduces resistance. 

 The work has only just begun examining the connection between leadership 

and hope and there are many unanswered questions regarding the “process by 

which leaders infl uence hope in their followers” (Avolio, Gardner, Walumbwa, 

Luthans and May, 2004). There is a need for qualitative and quantitative 

translational research to be conducted in applied settings that tests theoretical 

assumptions and measures the impact of hope within leaders and organizations 

in diverse and cross-cultural settings. It is critical that we use the fi ndings from 

research to determine ways and means for developing hopeful thinking in both 

leaders and followers and to confi rm and validate their effectiveness. 

 Leadership from a Hope Paradigm means leading from a center of hope. The 

leader, to be effective, must strengthen the hoping self, minimize hope inhibitors 

and create a vision of hope in others. This new millennium has extraordinary 

challenges and untapped opportunities, and it is those who are leading from a 

center of hope who will be able to meet these challenges, lead effectively with 

authenticity, courage and purpose, and move their team and organization forward 

to achieve heights greater than ever imagined. 
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METHOD OF OPERATION  SPECIFIC ACTIONS

Hear the narrative (story)  • Invite others to tell their stories
 •  Listen openly with your eyes and  

 your ears to their stories
 • Identify signs of hope, as well 
  as threats to hope
 • Seek fi rst to understand and then  
  to be understood
 •  Be open to new possibilities, new 

approaches and strategies, new 
relationships, new ways of doing 
things, and allowing others to 
express their songs

 • Slow down enough to be 
  human-to-human
 • Communicate both verbally,   
  nonverbally, and through your
  actions, your caring and hope
 •  Acknowledge others in a way in 

which they can receive and feel 
acknowledged and recognized

Create a developmental  •  Foster an atmosphere of
environment   openness, trust, and a 

sense of belonging
 •   Encourage expression of fears, 

questions, and expectations 
within a caring, supportive, and 
non-threatening environment

 •   Share acts of support and 
kindness and help team 
express what they appreciate 
in each other

 • Support efforts to expand and  
  grow; to try alternatives, take  
  risks, and make mistakes
 •  Express caring, warmth, 

genuineness, respect, 
truthfulness, and doing what it 
takes to ensure a safe journey

 •  Empower others through 
coaching, teaching, and mentoring

METHOD OF OPERATION  SPECIFIC ACTIONS

 •   Make space for others to 
act; share power, promote 
collaboration, and teach 
others to succeed

 •  Celebrate the victories with others

Establish mutually  •  Develop a sense of the
realistic stretch goals  possible (vision)
 • Begin with the end in mind
 • Make space for others to act
 • Construct stepwise manageable  
  short- and long-range goals
 • Write down at least fi ve ways to  
  meet the goals
 •  Make something happen, even 

if it is small; early on the road 
toward the goal

  • Celebrate small steps along 
  the way

• Encourage learning to see from  
  “on eagles wings”

Increase fl ow of energy •  Keep a hope journal that identifi es 
small joys and incremental 
successes along the way 

 •   Develop a list of things that 
give you joy in fi ve minutes, 30 
minutes, half a day and more 
than half a day and engage in at 
least once every day

 •  Nurture a team spirit, a sense 
of connectedness, a feeling that 
each member of the team is vital 
and special

 •  Acknowledge your employees 
often—build a positive 
relationship

 •  Give humorous and hope-  
fi lled notes and gifts often

 •  Help others identify and fi nd 
meaning in what they are doing

Share hope stories and  •  Remember and share affi rming
offer hope suggestions   hope-fi lled stories and times 
(hope is a contagious  •  Notice and point out signs 
reality)   of hope

AS A LEADER
Creating a vision of hope 
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METHOD OF OPERATION  SPECIFIC ACTIONS

Share hope stories and •  Provide encouragement 
offer hope suggestions   and delight in hopes 
(hope is a contagious  expressed
reality)  •  Promote use of cognitive 

strategies (thought 
processes used consciously 
to transform perceptions 
into a positive frame) such 
as positive self talk, reciting 
favorite quotations, using 
comparative optimizing, 
envisioning hopeful images

 •  Emphasize potential rather  
than limitations

 • Identify and share little  
  moments to cherish
 •  Remember the difference 

between an irritation and a 
problem; there are few true 
problems and most can be 
positively resolved

 • Plant seeds of hope and  
  allow them to mature

Encourage hope  •   Diminish communication
images/objects and  (verbal and nonverbal) of 
hope models    hopelessness by self and 
(these suggest the   others
possibility of there being  • Identify and share those 
hope and serve to renew    images and/or objects 
and energize a   (photographs, paintings, 
person’s hope)  favorite pictures, gift given 
  by a special friend or  
  professional colleague,  
  moving musical lyrics, etc.)  
  that exemplify hope
 •  Be in the practice of 

making heroes and 
creating legends so that 
new metaphors and models 
are held before the practice

 •   Find and share examples of 
hope models developed by 
others 

METHOD OF OPERATION  SPECIFIC ACTIONS

Build hope bridges  • Seek insight from the past
(hope is experienced in   and help others link it to 
the present but is linked   moving into the future
to the past and the future) •  Model the way by example 

and simple daily acts 
that create progress and 
momentum

 •  Savor hope-fi lled moments; 
take time to acknowledge 
and experience them

 •  Focus and fi nd the positive 
side(s) of a situation 
instead of the negative

 •  Help others develop the 
art of hopeful patience 
(refi ning your hope as times 
change or as you change)

Share and foster positive  •   Collect and share joyful
lightheartedness   (humorous) notes through 
(achieve balance with a   posting, placing in an 
mirthful spirit)  album, or including in a  
  designated joy jar
 •  Display humorous and 

hope-fi lled posters and 
notes in an open area

 •  Schedule hope-fi lled humor 
breaks; specifi c times for 
sharing lightheartedness, 
even if only for a few 
minutes

 •  Find ways to give joyful 
surprises 

 •   Begin group meetings with  
lighthearted hope-fi lled 
verbal message(s) and/or 
through prop(s) (thinking 
hat, magic light bulb) 

 •  Help others learn to tilt 
(looking at things from 
a slightly different and 
hopeful perspective)

AS A LEADER
Creating a vision of hope 
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J O U R N A L I N G  –  N A V I G A T I N G  P O S S I B L E  F U T U R E S  

At present, our most sophisticated 
way of acknowledging the world’s 
complexity is to build elaborate 
systems and process maps, which are 
often infl uenced by a Newtonian quest 
for predictability. If we create the map 
to reveal all the variables, and expect 
that from such knowledge we will be 
able to manipulate the system for the 
outcomes we desire, we are thinking 
like Newton. What we hope for is not 
possible. There are no routes back 
to the safe harbor of prediction – no 
skilled mariners able to fi nd their way 
across a deterministic ocean. 
 — Margaret J. Wheatley in Leadership and the New Science

 What I want to talk about in this article has to do with Margaret 
Wheatley’s assertion that changes in our perceptions transform the 
way we practice living, leadership, and management. This seems 
obvious enough, but what it means to us as leaders is not always so 
obvious. I will return to her quote before I conclude but fi rst will 
discuss some theories about journals and offer some advice about 
practice based on that theory.
 Theory and philosophy are descriptions of what is going on and 
how to best do something. There are, for example, theoretical 
descriptions of just about everything from physics to bowling. For 
our purposes, it is necessary to invest some time in describing the 
reasons why we journal and then to take a look at the ways in which 
journals can contribute to our leadership style and the way we live. If 
you have had diffi culty working with journaling or if you fi nd yourself 
stuck in a particular way of writing and journaling, the following 
may provide some relief and some reasons for practicing the art and 
science of journaling.
 Those of us who have been through a Leadership Academy 
know that journaling is one of the tools we are asked to pick 
up in becoming transformative leaders. I have had a number of 
conversations with my cohort members about journaling. In most 
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cases, people wonder “why” and “how” to journal. Along with 
the “how” comes the inevitable question: Why it is so hard to do 
sometimes?

1.  Why should we journal? We are asked to journal because it 
is a refl ective act, and refl ection on our practice is essential. 
It is of course possible that we can just take time to think 
and meditate, but a journal gives us a worksite where 
we can record our refl ections, inspirations, meditations, 
observations, and plans so that we can come back to them 
and reconsider. It is also a record for each of us of what we 
are thinking, how we are thinking, and what we believe. 
In short, the fi rst benefi t of journaling is that it slows us 
down and encourages us to be deliberate about what we are 
thinking and the actions we are taking. 

2.  Answering the question of “how” to journal is at once easy 
and diffi cult. Journals, notebooks, diaries, and sketchbooks 
(artistic and scientifi c) are all possibilities. If we add to this 
the possibilities of technology — websites, voice recording, 
and video — we begin to understand that journaling is 
fl exible and accessible to most learning styles and interests. 
Writing in small journals, on large paper, or index cards, 
painting, drawing, and establishing an electronic journal 
are all ways of moving across the wide variety of choices for 
formats and media. If you do, you will probably never really 
be stuck. 

3.  Journaling is hard for us because writing is hard work. 
It slows us down. It reminds us of all our struggles with 
writing, thinking, and communication. So, much of our 
reluctance to journal comes from our more or less natural 
and learned fear of writing and its consequences. The fear 
of journaling and writing (hopelessness in the face of the 
writing culture or tasks) are very often the result of being 
stuck in one way of writing and thinking. 

 All of us are good at writing something and none of us are 
exceptionally good at writing for every purpose or audience. Much 
of what we have to do to write in a journal is to gain fl exibility and 
have a variety of writing approaches so that we can pick up a tool 
or instrument and get started. In addition, journaling and writing 
are hard because we have a narrow view of what writing itself might 
be. This narrow view has been handed down to us in writing classes, 
and our established ways of thinking about writing get in the way 
of writing in general and journal writing in particular. For example, 
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although we most often think of writing as a mental activity, writing 
is also a physical one. It is physical because it requires us to respond 
to ideas—our bodies get emotionally involved and emotions trigger 
physical responses. Also, although most people think of writing 
as an isolated activity, we know from experience that writing is a 
social activity because at one time or another we have to consider 
others while writing and even include them in the writing process. 
Thinking of writing as a physical and social act changes the way we 
approach writing tasks, including journaling.
 I want to suggest some approaches to journaling, ending with a 
perspective of journaling that is useful in developing our skills and 
habits of transformative leadership.

•   In order to get started and keep moving, work with a variety 
of media and journals. Familiarity with different kinds of 
journals, notebooks, and sketchbooks, both artistic and 
scientifi c, is helpful. I happen to like Moleskine notebooks 
because of their history and compactness. They were 
designed as travel journals and they do travel well. On the 
other hand, even loose paper works fi ne if you keep your 
paper in a folder. 

•   Study notebooks and journals from history—they are 
inspirational and give us some practical examples as well.

•   Don’t think of a journal as a diary unless you want to keep 
a particular chronological history of an event. If you keep 
a diary of an event—not just a day-to-day record of what 
happened—you should save space for returning to your record 
and commenting on what happened. 

•   Use visuals to give you perspective and provide you with a 
place to start in your thinking and writing. I know people 
who cut things out of magazines and put them in journals or 
who use their doodling as a way of getting started. Your own 
photographs are often better.

•   Type, write in long hand, and use a variety of writing 
instruments and colors. Again, the principle is that variety is 
a good thing when it comes to journaling.

•   Have a place to store your journals and notebooks and 
explore that place now and then when you want to remember 
what it is that you were up to and where you might be going 
next. 

•   Add quotes from other people and also fi nd ways of 
sharing parts of your journal with someone. 
Remember, writing is a social act.

•   When you are asked to take 
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responsibility for a project or become 
aware of a new leadership possibility, 
explore the implications and possibilities 
in your journal. In this case, the journal 
can lead to specifi c planning and the 
description of the relationships among 
people, ideas, and resources. Sometimes 
you can work through the journaling 
process to specifi c plans of action. It is 
one way to chart a course of action and 
practice the interesting possibilities 
on paper. For example, take a project 
and explore it for its historical, ethical/
spiritual, and community dimensions. 

•   Practice journaling enough to recognize 
it as a useful and important tool for 
leadership and for improving your life. 
Again, the idea is to use a journal to 
explore as many aspects of something as 
possible and see those aspects in relation 
to other things you have been thinking 
about and working through.

•   Try out some role playing in your 
journal. Try writing out the thoughts 
of someone who appears at fi rst to be 
a stranger or strange. It helps to gain 
understanding and empathy for the 
ideas of people who at fi rst seem to be 
opposing us.

 These suggestions have something to do with 
Margaret Wheatley’s assertion that we can’t 
simply draw a straight line to where we want to 
go and expect to get there. Parts of a journal can 
be used for writing reports or policy statements 
but this, in practice, is usually only 10% or so 
of journal writing. So, to return to our original 
starting place: What does journaling have to do 
with transformative leadership?
 In order to explore this question, I need 
to summarize a basic attitude and approach 
to journaling. If journaling is important to 
coming to understand a different way of 
thinking and acting, a way that supports being 
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a transformative leader, what is that way of 
thinking and what are its characteristics? I 
would suggest that journaling is a worksite for 
engaging in the complexities that so often seem 
to get in the way of traditional management 
because traditional management is, in the terms 
used by Wheatley, “Newtonian” and linear. 
Transformative leadership, on the other hand, 
requires an understanding and engagement in 
complex relationships so that we can practice 
interplay between the linear approach to 
leadership (traditional strategic plans, for 
example) and the unpredictable nature of living 
in a real and complex world.
 I want to fi nish by offering a strategy for 
journaling and working with notebooks that 
matches up with transformative leadership. 
Much of what I have already said here 
contributes to that project. It is the variety of 
ways of writing and thinking that contributes 
most to what we are trying to do—especially 
working against our habitual way of thinking. 
For example, I am by nature and habit 
an artistic thinker and feel at home with 
images and language. So, I am deliberate in 
my journaling about exploring the meaning 
of charts, data, and scientifi c or technical 
information. I am also, by the way, often 
delighted and surprised at how my habitual 
way of thinking interacts with science and 
technology. 
 Journals can be a worksite for thinking and 
transformative leadership if we accept the idea 
that part of transformation is being able to gain 
fl exibility and to practice a variety of ways of 
thinking. On the one hand, we have to think 
every day. On the other, we are used to thinking 
in particular patterns, like Newtonian patterns, 
and when called upon to think and react in a 
different way, we are challenged often beyond the 
limits of our skills. 
 Ann E. Berthoff, a mentor and teacher, has 
a particularly useful way of crossing over and 

thinking about how we think and what this 
means to our practice of leadership. She is the 
advocate for refl ective journals or “double-
entry” notebooks, where the writer fi rst records 
something and then returns to that record and 
comments on what was written before. This is a 
process used in the writing of scientifi c journals 
and notebooks, especially when it comes to notes 
on experiments. The habit of rethinking and 
examining what we thought gives us fl exibility 
and an awareness of our habits.
 Ann also likes to practice the “pragmatic 
question.” That question, in summary, is: “If we 
believe this and think it is true, what difference 
does it make in what we do?” That question, 
applied to any journal entry, allows us to move 
from abstract speculation and commentary 
into the realm of action. We begin to see 
the consequences of what we believe about 
others, our institutions, and those who see us 
as leaders. If we try to answer this question 
in our journals, we gain further fl exibility in 
fi nding ways to transform the environment 
—to be a transformative leader. We will create 
maps of undiscovered territory, fi nd ways to 
navigate the sea of change and enrich those who 
interact with us by understanding them better 
and understanding the relationships that are 
necessary to building a better future.
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The worldwide shortage of candidates with 
doctorates in business disciplines can 
make recruitment of new faculty members 
for Schools of Business a challenge. 
One of MacEwan’s School of Business recent 
recruitment drives resulted in employment offers 
to fi ve international candidates. Several months 
after hire, interviews with three of MacEwan’s new 
international faculty members highlight why the 
School of Business was successful in attracting 
them and what initiatives post-secondary institutions 
can take to support the integration of international 
faculty members into a new institution and country. 
Post-secondary institutions have opportunities 
to show leadership in welcoming new recruits by 
providing clear information on roles, the institution 
and the community, and by utilizing the diverse 
perspectives of international faculty members in 
program development.
 Recognizing the increased demand for business 
education programs, MacEwan developed and 
has been approved to offer a four-year Bachelor 
of Commerce degree (BComm) with majors in 
Management, International Business, and Supply 
Chain Management. These majors build on existing 
strengths in the School of Business which offers 
two-year diploma programs in Management Studies, 

Accounting, and Asia Pacifi c Management as well as 
a four-year Applied Degree in International Business 
and Supply Chain Management. 
 In anticipation of delivering the new Bachelor 
of Commerce, the MacEwan School of Business 
launched a recruitment drive for faculty members. 
We sought to recruit faculty members with doctoral 
credentials in Accounting, International Business, 
International Marketing, Supply Chain Management, 
and Management. The majority of applicants were 
from outside of Canada, and fi ve of six employment 
offers were extended to international candidates. The 
hiring of international faculty members – particularly 
in Schools of Business – is a trend that is expected 
to continue. Interviews with three of MacEwan’s 
new international faculty members identifi ed how 
post-secondary institutions can make international 
faculty members feel welcome and integrated, while 
also valuing the unique perspectives and diverse 
experience they bring to the institution.

RECRUITMENT CHALLENGES WITH 
DEGREE-GRANTING 
The transition to degree-granting presents many 
opportunities and challenges for MacEwan, 
including facilitating a cultural shift, expanding 
scholarship, pursuing accreditation, and recruiting 
faculty members and students. One of the key 
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challenges for MacEwan’s School of Business in 
the implementation of a Bachelor of Commerce 
degree is recruiting qualifi ed faculty with doctoral 
degrees. A provincial quality assurance and 
approval requirement for baccalaureate degree 
programs is that there be a balance of academically 
and professionally qualifi ed faculty members with 
a minimum of 40% having doctoral credentials 
(although a research-based Master’s degree 
may also be considered). Recruitment of faculty 
members with doctorates in business is becoming 
increasingly more diffi cult due to the worldwide 
shortage of candidates with these qualifi cations.  
 The Association to Advance Collegiate Schools 
of Business (AACSB) International points out that 
as demand for business education continues to 
grow worldwide, competition for qualifi ed faculty 
members has become global. In Management 
Education at Risk, the AASCB states that: “The 
most critical problem facing business schools 
today is the insuffi cient number of new PhDs being 
produced worldwide. The annual U.S. production 
of business doctorates decreased by 19.3 percent 
between 1995 and 2000.” (2002 April, p.2). Part 
of the challenge with recruiting faculty members 
with doctoral degrees in business programs is that 
unlike many other disciplines, faculty members 
have other—and often more lucrative, opportunities 
outside academia. However, this choice likely 
ensures that those who choose a career in teaching 
and research do so out of interest rather than 
economic consideration. 
 To meet the recruitment challenge, MacEwan’s 
School of Business staffi ng plan uses a two-pronged 
approach—supporting existing faculty members 
to upgrade their qualifi cations and recruiting 
new qualifi ed faculty members. The demand for 
existing faculty members in Canadian and American 
business schools far exceeds the supply. Thus, it 
was not surprising that when MacEwan advertised 
for faculty for the Bachelor of Commerce program, 
the majority of responses were received from 
outside of Canada. Although MacEwan’s School of 

Business was not actively recruiting internationally 
(a national law requires that Canadian candidates 
be considered fi rst), the hiring committees were 
pleased to hire several new faculty members from 
outside Canada with international credentials and 
work experience. The new and rich perspectives and 
the diversity our new faculty members bring to our 
school and college is extremely valuable.

INTERNATIONALIZING 
THE TEACHING AND LEARNING 
One of the advantages of having faculty members 
with international experience is the contribution 
they can make to internationalizing teaching and 
learning. Post-secondary institutions differ in the 
extent to which internationalizing is central to their 
missions and mandates. The University of British 
Columbia correlates internationalization to the 
direction of the institution, asserting that: “The 
[institution] is faced with a vital need to choose its 
future, a future which will be shaped by its response 
to internationalization.” (Bond, 2003)
 MacEwan has an articulated strategy for 
internationalization. “MacEwan’s vision is to be a 
leader in internationalization, preparing students 
and staff to succeed in and contribute to a global 
society and economy as citizens of an inter-
connected world” (Internationalization Centre, 
2005). Central to the MacEwan model of 
internationalization is the internationalization 
of the curriculum. Other strategic elements 
of internationalization at MacEwan include: 
international student recruitment, work/study 
abroad, international training, research and scholarly 
activity, and international development education.
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 In an article emphasizing the benefi ts of study 
abroad programs, the Association of Universities 
and Colleges of Canada (AUCC) points out that “few 
countries rely on international trade and relations 
for their success as much as Canada does.” 
The article states that: 

Canada’s ability to prosper in the future will hinge on our 
ability to relate to and do business with the world around 
us. [Canada] needs people who can think internationally 
and who can explore new perspectives and ways of doing 
business, so that we can remain competitive in a global 
economy. (AUCC, 2003)

 In the area of internationalization of curriculum, 
there “is a general consensus that the primary 
responsibility…is the domain of faculty members” 
(Bond, 2003). Faculty members with academic 
and business experience in international contexts 
contribute signifi cantly to the internationalizing 
of the teaching and learning environment for both 
students and staff. Not only will the new faculty 
members bring valuable international experience 
and background with them into the classroom, they 
have the potential to be key resources in developing 
promising opportunities outside the classroom as well.
 As the School of Business continues to 
develop the International Business major, the 
active participation of our new faculty members 
will be key to our success. For example, their 
diverse experience and perspectives will be used in 
developing new courses, international internships, 
and study abroad opportunities. Their relationships 
with their home-country institutions can be used 
to encourage international students to study at 
MacEwan, as well as to forge new teaching, learning 
and research partnerships with other post-secondary 
institutions around the world. 

WELCOMING AND INTEGRATING 
NEW RECRUITS
So, how did MacEwan manage, in this highly 
competitive market, to attract qualifi ed faculty 
members to our School of Business? The 

recruitment team targeted DBA and Ph.D. 
candidates in business schools in Canada and the 
U.S. by contacting the schools directly by email 
in addition to advertising on numerous websites, 
such as the Chronicle of Higher Education, the 
Association to Advance Collegiate Schools of 
Business, and the Association of Universities and 
Colleges of Canada. In our recruitment materials, 
we emphasized our student-centred teaching and 
learning environment, with its small classes and 
collegial working environment.
 We also provided potential candidates with 
ample information on the quality of life and cost 
of living in Edmonton, Alberta’s capital city. Those 
candidates who were selected for an interview 
spent one to two days at our college and received 
a warm welcome from a team of college staff who 
individualized the visit to meet the needs of the 
applicant. For example, candidates appreciated a 
tour of the city that included a tour of residential 
areas and visits to places-of-worship, grocery stores, 
and community centres run by people from their 
home culture.
 The School of Business developed and provided 
packages of material orientating the candidates and 
their families to the province, city, school systems, 
and real estate services. Recognizing that the trend 
in international recruitment is not limited to the 
School of Business, the welcome package was given 
to the college’s Human Resources department to be 
used for anyone from outside Alberta who might be 
hired by the college. In addition, where necessary, 
the School of Business contracted the services of 
an immigration consultant (who provided assistance 
with immigration processes) and a career placement 
counselor (who provided assistance to spouses 
seeking employment).
 The Honourable Monte Solberg, Canada’s 
Minister of Citizenship and Immigration, 
emphasized the role that workplaces have in a 
newcomer’s life in a Public Policy Forum meeting. 
Solberg emphasized that: 
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Businesses too have a role to play in welcoming and 
integrating newcomers. They provide the jobs. But just 
as importantly, they need to ensure newcomers are 
made to feel welcome in their workplace. They need 
to encourage immigrants to fi t in, feel like part of the 
family, and feel that they are making a contribution 
to the business in line with their levels of skills and 
experience. (Solberg, 2006)

PERSPECTIVE OF 
INTERNATIONAL RECRUITS 
Three of MacEwan’s School of Business new 
international hires were interviewed about their 
experiences transitioning to life and work in 
Canada. The interview questions were developed 
along the lines of Appreciative Inquiry and gave 
the interviewees opportunities to describe their 
experiences in transitioning to a new institution 
and country. The interviews also focused on how 
a faculty member’s international experience can 
contribute to internationalizing the teaching 
and learning (see questions in Appendix A). 
The responses to the questions indicated that 
international faculty are very interested in living 
and working in Canada and that MacEwan’s warm 
welcome helped them more easily integrate into 
their new professional and domestic life in Canada. 
The following section summarizes the recurring 
themes from the interviews.

CANADA AND ITS POST-SECONDARY 

INSTITUTIONS ARE ATTRACTIVE TO 

INTERNATIONAL FACULTY

Canada is an attractive country for international 
faculty members. The low population and huge 
economic potential, as well as the current vibrant 
Albertan economy, can be factors in the decision 
to choose MacEwan over other post-secondary 
institutions in North America. Canada’s reputation 
for high-quality public and higher education 
systems, growth potential, and job opportunities is 
partially responsible for making it a desirable place 
to live and work. The Canadian immigration system 
is more amenable to the integration of newcomers 
than many other countries. Additionally, the 
appreciation of diversity (the cultural mosaic model 
rather than the melting pot model) makes it a very 
attractive environment to raise a family.
 All the new faculty members spoke favourably 
about their interactions with MacEwan personnel 
throughout the entire recruitment process. Some of 
the factors that were mentioned in this regard were 
that they felt welcome and all interactions were 
warm and positive. There was a confi dence in the 
MacEwan personnel who conducted the interviews, 
and an admiration of the leadership shown 
throughout the process. 
 The School of Business team that hired the new 
faculty members (made up of Deans, Chairs, and 
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faculty members) was attractive to these faculty 
members because they felt their knowledge, skills 
and experience were valued here and they could 
add value by helping the School of Business in its 
new direction of degree-granting. MacEwan was 
fl exible about timelines, which gave one faculty 
member the favourable impression that MacEwan 
was more interested in fi nding the right candidate 
than simply fi lling a position. 

IN RECRUITING, CLARITY AND 
TRANSPARENCY ARE IMPORTANT 
All three faculty members who were interviewed 
commented on the clarity and transparency that 
pervaded all interactions. All felt that their roles 
and expectations within the institution were clearly 
defi ned and discussed. Additionally, MacEwan 

personnel were open about Canada and Edmonton, 
including the cost of living and climate. Any issues 
were resolved quickly by the Associate Dean or 
the Chairs.

“SMALL, BIG THINGS” 
 All three faculty members appreciated the 
“small, big things” that the School of Business 
did for them. The Dean, Associate Dean, Chairs, 
and administrative personnel went beyond the 
traditional recruitment tasks. Some of the things 
that were mentioned included the fruit basket 
that was in the hotel room when they arrived, 
dinner at the Chair’s home, assistance in obtaining 
temporary accommodation or in buying a house, 
and information about MacEwan and Edmonton. 
All the faculty members felt the level of hospitality 
was unprecedented and that the support, 
cooperation and assistance they received was 
extraordinary.

INTERNATIONAL FACULTY 
CONTRIBUTE TO THE 
INTERNATIONALIZING OF TEACHING 
AND LEARNING
When asked about how their international 
perspectives and experience could add value to the 
internationalization of MacEwan’s teaching and 
learning environment, faculty members mentioned 
that they could add value in the classroom 
with their MacEwan colleagues in the area of 
research and scholarly activity and also in forging 
relationships between MacEwan and their home-
country universities. In the classroom, they said 
that students fi nd the international examples and 
anecdotal information they provide very interesting. 
Faculty members are enthusiastic about bringing 
an international network of research and faculty 
expertise to MacEwan and also look forward to 
having opportunities to share experiences with their 
colleagues. Finally, they thought there was a good 
opportunity to organize exchange programs (for 
both students and instructors), and seminars or 
conferences with universities worldwide. 
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DESPITE EXCELLENT PREPARATION 
AND PLANNING, INTEGRATION 
“BUMPS” AND SURPRISES OCCUR
Interviewees related a few surprises and 
unexpected differences. Fortunately, most of the 
surprises mentioned were positive ones, including 
how smoothly the international move and house 
purchase went, how welcoming, open, and 
accepting people are, and the high priority the 
School of Business places on faculty members’ 
personal development. 
 Even though faculty members felt they had 
been thoroughly prepared for their new professional 
responsibilities and life in Canada, they identifi ed 
a few differences they needed to adapt to. Some 
things that were mentioned included: differences 
in grading and expectations, differences in class 
pacing, Canada’s strict anti-smoking laws (“You have 
to go outside to smoke, and it’s cold!”), the high level 
of structure in society and the workplace, and the 
expectation that a college would be much smaller. 

LEARNING FROM MacEWAN’S 
EXPERIENCES
School of Business personnel are pleased that 
the fi rst signifi cant experience with international 
recruiting has been so positive for everyone 
involved. Given that the trend of international 
hiring is expected to continue, MacEwan has 
the opportunity to learn more about and improve 
international hiring practices. From our initial 
experience, MacEwan can offer the following tips 
to other post-secondary institutions who are also 
hiring internationally:

1.  Realize that you’re recruiting the whole family!
  Recruiting goes beyond the professional to 

the personal. Candidates must feel that the 
institution, environment, and community match 
their needs on a professional and personal level.

2.    Value the new and diverse perspectives 
international faculty members bring.
It is not enough just to hire a diverse faculty 
complement, there has to be planning to ensure 

that the newly recruited faculty members have 
an opportunity to share their perspectives 
and contribute to the internationalization of 
the research, teaching, learning, and service 
functions. 

3. “ Small, big things” mean a lot!
  Gestures of hospitality such as fruit baskets 

in the hotel rooms, invitations to dinner, or a 
drive to the bank are small actions with a big 
impact. Making candidates feel truly welcomed, 
included, and facilitating the logistics of 
moving to a new country are important. As one 
of the faculty members said: “I feel like I can 
contribute my best because of the way I’ve 
been treated.”

4.  Designate a contact.
  Ensure that new faculty members get the support 

they need in terms of logistics by informing 
them who they should contact for different 
issues. In MacEwan’s case, the Deans, Chairs, 
and administrative personnel from the School 
of Business as well as MacEwan’s Human 
Resources department were all actively involved 
in the orientation of the new faculty members. 

5.  Be clear and transparent.
  The more information candidates have 

about the post-secondary institution and the 
community in terms of expectations, roles, and 
culture, the better able they are to make an 
informed decision on whether the institution 
and the community is a good fi t with their 
personal and professional aspirations.

6.    Recognize that international recruiting involves 
long lead times and is more expensive than 
domestic recruiting.
Giving candidates the time to complete current 
contracts and make arrangements to move   
 internationally will likely take longer than for  
domestic candidates. Bringing international 
candidates for interviews and moving them and 
their families to Canada is signifi cantly   
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 more expensive than for domestic candidates. 
MacEwan’s experience is that it takes 7 to 18 
months to recruit, interview, hire, and relocate 
international candidates. The lead time can be 
signifi cantly longer if immigration needs to be 
facilitated and legal requirements regarding 
hiring domestic over international candidates 
needs to be proved.

7.    Provide information to orientate faculty members 
and their families to a new home.
The welcome package that the School of 
Business developed included information on 
places of worship, schools, libraries, festivals 
and events, living in Edmonton, services for 
newcomers, real estate companies, and a 
visitor guide produced by the local economic 
development corporation.

8.    Plan to use the international experience and 
connections of faculty members in internationalizing 
the teaching and learning.
Allow new faculty members to develop new 
courses as soon as possible to bring originality 
and new ideas to the subject. At MacEwan, 
one of the newly recruited faculty members has 
been appointed as the faculty lead for one of the 
majors in the Bachelor of Commerce program. 

 Post-secondary institutions have an opportunity 
to show leadership in integrating international 
faculty members within the institution and 
community. Given that the trend of international 
hiring is expected to continue, the ability to 
successfully recruit and transition international 
recruits into the institution and community is 
crucial. The overall attractiveness of the new 
country plays a large part in international recruits’ 
choices. Post-secondary institutions can make 
their schools more attractive by ensuring that 
international recruits feel welcomed and that their 
diverse perspectives and contributions are fully 
utilized and appreciated.
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Appendix A – Interview Questions
1.  What were the biggest factors that contributed to your decision 

to come to MacEwan’s School of Business?
2.  Were we clear and transparent about MacEwan, your role here, 

and life in Edmonton and Canada?
3.  What did the staff of the School of Business or MacEwan do to 

make you and your family feel welcome in a new city, country, 
and institution?

4.  What surprised you about work and life in Edmonton and 
Canada?

5.  How will your international experience contribute to 
internationalizing the teaching and learning for your students? 
For the School of Business?

6.  What recommendations do you have for colleges to show 
leadership in the internationalizing of teaching and learning?

7.   How can we do a better job of appreciating and incorporating 
international instructors’ expertise into the School of Business?
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