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Abstract 

 The Ontario Leadership Framework (OLF) recognizes that effective school leadership is 

a critical component for organizational success. Specifically, the OLF attempts to provide a 

leadership road-map by identifying leadership competencies for educational administrators, as 

well as the personal resources necessary to meet those competencies. However, the OLF does not 

go far enough in providing school leaders with the knowledge and skills necessary to meet those 

leadership competencies. The purpose of this project was to provide a comprehensive resource 

for school leaders in their aim to be effective in leadership roles. Using a backwards-design 

model, a three-part workshop was developed as part of this project. It is rooted in both leadership 

and motivational theory to support school leaders in meeting the competencies of effective 

leadership. Through their participation in the leadership exercises and knowledge gathering 

opportunities, participants will develop their understandings of concepts of leadership, 

motivation, and the context in which both leaders and followers operate. Participants will be 

provided with the selection of tools for building their leadership capacity in a meaningful and 

sustainable way. The culminating activity requires participants to draw on their knowledge of 

leadership and motivation theory as they develop a leadership plan that is directed towards 

meeting various OLF competencies of effective leadership. The overall objective is for 

participants to transfer their knowledge and skills to the school context, allowing them to be 

more effective in meeting their professional practice needs. 
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Chapter 1: Introduction 

Autobiographical Sketch 

On a field along the banks of the St. Lawrence River, I was running a medicine game that 

was being played by my students for the elders at the Mohawk long-term care facility, Tsi Ion 

Kwa Nonh So Te. A nurse walked along a path beside the field with a wooden lacrosse stick and 

offered it to Darren who was waiting for his turn to play. She stated that the stick belonged to an 

elder who was bedridden and much too ill to watch the game but wished for it to be used. With a 

smile, Darren accepted the gesture, and ran onto the field to be the medicine for his community. 

Motivated by a sense of purpose, and drawing on two months of preparation, Darren moved 

through the opposition and hurled the deerskin ball towards the wooden post. The sound of the 

ball striking the old cedar was medicine—it fused the elements of youth, education, and 

community. 

 The above activity is an example of what I consider to be leadership. By understanding 

the interests of my students and the needs of the community, I was able to create an environment 

where they had an opportunity to participate in a successful endeavour that was individual and 

meaningful beyond them. It contained the necessary motivational elements of engagement, 

purpose, and skill mastery, coupled with the goal-specific planning of leadership. The success of 

this leadership activity was rooted in motivational theory. If educational leaders are to be 

effective in their craft of exercising influence, the pathway to reaching goals needs to include the 

proper motivational ingredients. 

 In my roles as a classroom teacher or a school principal, the need for understanding the 

elements of motivation has been important for me throughout my 11 years of experience. 

Currently my interests are focused on school-level leadership, and how administrators can create 
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motivating environments for teachers within the context of a public education system in Ontario. 

The guiding document used by principals for organizational development is the Ontario 

Leadership Framework (2013), which attempts to provide a leadership roadmap by identifying 

leadership competencies for educational administrators, as well as the personal resources 

necessary to meet those competencies. Although the Ontario Leadership Framework (OLF) 

outlines indicators of school success, it unfortunately fails to provide evidence-based strategies 

for administrators to use for moving schools towards organizational effectiveness. One of the 

ways of addressing this need is to develop a training program for administrators that bridges the 

gap between theory and practice.  

Purpose 

 The purpose of my project is to develop a theory-based training program to support 

administrators in their goal of meeting competencies outlined in the Ontario Leadership 

Framework. The aim is to provide a practical pathway for administrators to better harness the 

motivational drive of their employees during the variety of school planning processes. The 

resulting training workshop seeks to provide strategies that will bridge the gap between the 

OLF's leadership competencies and actual practice. The following research questions guided the 

purpose: 

1. What is the role of motivation within modern leadership theories? 

2. How can leadership and motivational theories be used to create a training program to 

support administrators in their practice of meeting the competencies outlined in the 

Ontario Leadership Framework? 

3. What are the potential benefits and challenges of implementing a theory-based 

training program for administrators? 
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Context 

 The training program is directed towards administrators employed within one public 

school board located in south-eastern Ontario. The educational organization is comprised of 81 

elementary and secondary schools, with over 4,200 staff responsible for the education of 27,000 

students. Geographically, the school board is one of the largest in Ontario, covering over 12,000 

square kilometers of both rural and small-city centre areas. As part of their commitment to their 

mission statement of “we prepare all students for a successful life,” administrators meet bi-

monthly to discuss leading and learning opportunities. Through this project I aim to provide 

a series of training sessions that would take place during one of these leading and learning 

professional development days. 

Rationale 

 As our knowledge of “effective school leadership” has grown, so has the demands on 

school principals. Beyond the day-to-day managing of school operations, principals are 

responsible for setting the direction of the school, as well as influencing school members to 

move towards that direction (Leithwood, 2004; Riveros, Verret, & Wei, 2016). This demand on 

school leaders requires them to be knowledgeable in both leadership and motivational theory. 

One support available to principals in the province of Ontario is the Ontario Leadership 

Framework (OLF), which outlines evidence-based leadership practices that provide guidance for 

new and practicing administrators to be successful school leaders. With the ultimate objective of 

improving student outcomes, the document examines two separate leadership frames—school-

level leadership practices and organizational-level leadership. Using this dual approach of 

school-level and organizational-level practices, administrators are expected to use the OLF for 

guidance in their aim to be effective school leaders. 
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 Drawing on social motivational theory, the OLF attempts to provide a roadmap to 

enhance educational organizations through a variety of leadership mechanisms (Leithwood, 

2012, p. 12). However, the document is unfortunately far too vague in its attempt to provide 

concrete steps for new and practicing leaders. As with many policy documents, the OLF provides 

a broad spectrum of quasi-connected leadership competencies that do not address the specific 

needs of practicing administrators (Riveros et al., 2016). The result is that school leaders do not 

use the OLF as a primary resource to guide their daily practices (Riveros, et al., 2016). Principals 

are left searching for strategies to fill in the gaps between core leadership competencies and 

effective principalship.  

 A specific area where the OLF seems to lack in providing concrete practices for school 

leaders is within the collective development of school-wide goals. This is a process that usually 

happens at the beginning of the school year and is periodically revisited as the year progresses. 

Drawing on their knowledge of leadership and motivational theory, principals are expected to 

build a shared vision that is a “legitimate expression of both provincial policy and community 

aspirations” (Leithwood, 2012, p. 13). Although provincial policy is largely standardized 

throughout the province, developing shared goals of the organization amongst the community 

members and educators is a challenge that involves understanding the diversity of human 

interests and needs.  

 The challenge for administrators, then, is to align individual motivations of school 

stakeholders towards an organizational purpose that is defined by students, staff, community 

members, and provincial policy. This motivational balancing act requires the integration of 

competing interests and has the potential to determine the degree by which an organization 

moves forward. In other words, the success of an administrator’s actions is determined by the 
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level of motivation of the stakeholders. But exactly how do administrators go about aligning the 

numerous purposes and direct them towards raising student outcomes? Analyzing the theoretical 

foundations of the OLF, Leithwood provided the following suggestion:  

key functions of leaders include assisting their teachers and other organizational 

colleagues to further develop their motivations (one of the primary purposes for Setting 

Directions) and abilities (the purpose for Building Relationships and Developing People) 

to accomplish organizational goals, as well as to create and sustain supportive work 

settings (the goal of Developing the Organization to Sustain Desired Practices). 

(Leithwood, 2012, p. 12) 

Therefore, school leaders are to draw on their relationships and connections to support individual 

motivations that allow organizational goals to be realized. Leithwood (2012) did acknowledge 

the diversity in this transformational process being largely dependent on the individual school 

context, allowing space for administrator discretion. Yet, little evidence is provided in the actual 

OLF document or the OLF supplementary document regarding how a school leader may go 

about beginning this process of aligning motivational interests with school-level goals. Thus, 

there seems to be a clear need to support principals by providing them with the strategies to 

develop a motivational pathway for increasing organizational effectiveness. One way of 

addressing this need is to offer training opportunities for school leaders that help develop their 

understanding of the leadership and motivational elements at play during the school planning 

process. 
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Overview of the Project 

 This project consists of five chapters. Chapter One thus far has outlined the purpose, 

context and rationale of the project. Chapter Two expands on the project context and provides a 

review of the literature pertinent to the study. Chapter Three describes the OLF scope, 

competencies, as well as the theory-practice gaps from both leadership and motivational 

perspectives. Chapter Four outlines the workshop implementation plan. Chapter Five discusses 

the benefits and challenges of the implementation process. 
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Chapter 2: Review of the Literature 

Introduction 

The relationship between motivation and leadership is central to understanding the 

ingredients of effective leadership. Historically, ideas regarding motivation have been centered 

around leaders themselves, often failing to consider the elements that drive followers towards 

personal and organizational goals (Busse, 2014). Recently, however, numerous leadership 

theories have examined the broader context of the leader-follower relationship, revealing 

additional motivational elements that may support organizational development (Avolio, 

Walumbwa, & Weber, 2009). The purpose of this literature review is to further understand these 

relationships.  

In this chapter, an initial working definition of leadership will be discussed with reference 

to three prominent leadership theories: trait-based leadership, transformational leadership, and 

servant leadership. Secondly, a critical examination regarding the role of motivation in follower-

centered leadership models will be examined to provide a more complete picture of the leader-

follower process. Lastly, an argument will be presented that although transformational and 

servant leadership may produce the same end result, servant leadership is the more ethical model, 

and likely has greater motivational power. The hope of this examination is to provide theoretical 

and practical clarity regarding the role motivation plays in leadership practices.    

Defining Leadership 

Defining leadership has occupied the work of scholars and researchers for more than a 

century (Busse, 2014). A plethora of texts offering both practical and academic analysis of 

leadership theories can be found throughout bookstore shelves, academic institutions, and digital 

libraries. Despite the breadth of research in this area, the majority of leadership thinking has been 
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centered around one idea—developing a definition of leadership itself. With some academics 

taking a trait approach to studying the ingredients of effective leadership (Borgatta, Bales, & 

Couch, 1954; Kirkpatrick & Lock, 1991), others have chosen to examine the process by which 

leaders influence followers (Bass, 1998). Despite this lengthy and ongoing debate, a well 

accepted definition is the following: “leadership is a process whereby an individual influences a 

group of individuals to achieve a common goal” (Northouse, 2016, p. 6). Within this definition, 

there are three main areas of focus that have dominated leadership discourse: leaders, followers, 

and the situational context in which leaders and followers operate (Busse, 2014; Northouse, 

2016; Yukl, 1999). 

Historically, the majority of leadership analysis has been placed on leaders themselves, 

often searching for the characteristics of effective leadership (Mumford, 1906; Stogdill, 1948). 

This leader-centered movement was largely the influence of 19th century philosopher Carlyle, 

who popularized the “great man” theory of leadership, arguing that the history of the world is but 

the biography of great men (Carlyle, 1906). This narrow analysis of the leadership context 

contributed to the rise of both trait and skills-based theories of effective leadership. These two 

theories significantly influenced the leadership discourse for decades, often determining 

organizational decisions at both the micro and macro level (Busse, 2014). For the purpose of this 

review, it is necessary to examine the trait and skills approach more closely, particularly with 

their level of consideration of the motivational elements that influence the leader-follower 

relationship. By examining the roots of leadership theories, a modern understanding of the 

relationship between motivation and leadership can be constructed.    
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Leader Focused Models 

Trait-Based Leadership 

Trait leadership attempts to examine the characteristics that are present in effective 

leaders. The premise of this theory is that great leaders are born with innate traits that are 

distinguishable from followers (Kirkpatrick & Locke, 1991). Possessing desired traits not only 

separates leaders from followers, but it has predictive value. That is, if one is able to individuate 

specific core traits of effective leaders, then one can predict leadership effectiveness based on 

their trait profile (Kirkpatrick & Locke, 1991). Although this notion of leadership seems 

appealing on the surface, several difficulties become apparent upon further examination, 

particularly with its narrow scope of leadership.  

Some have argued that there is no consistent set of traits that distinguish leaders from 

followers (Northouse, 2016; Stogdill, 1948). Rather, these two groups often share similar traits 

and should not be defined by their trait profile. Secondly, trait theory argues that leadership traits 

are specific and can be universally applied to various contexts (Busse, 2014). However, when we 

generalize leadership traits across different contexts, these traits become ineffective (Bennis & 

Slater, 1990). To illustrate this problem further, it is necessary to look more closely at a practical 

example. 

Consider a school that has a strong sense of internal leadership that is distributed 

throughout the organization. Leadership is layered throughout the school with staff members 

supporting one another, especially when problems arise. Colleagues play off each others’ 

strengths and collectively support each other to drive the organization towards the desired goal. 

The success of this collaborative approach is within its distribution of leadership—the 

organizational hierarchy has been flattened. The organization is dynamic, responsive, and 
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balances the motivational elements of autonomy and social-cognition to sustain itself through 

potential problem-solving processes.  

Any tension in the above example begins to increase if we insert a leader-centered 

principal, which is characteristic of trait-based leaders (Kirkpatrick & Locke, 1996). The pre-

existing organization would begin to stretch vertically, with power being redistributed towards a 

more autocratic model. Specifically, a leader-centered administrator could cause significant harm 

to the leadership structure, causing resistance among the followers who hold power. In this 

situation, a better approach may be to employ a conscientious leader who would attempt to 

harness the internal power of the followers, moving the school in a positive direction. That being 

said, it is important to note that leader-centeredness may actually be an effective trait in other 

organizational contexts that are lacking clarity and require clear direction for its members.  

These examples reveal where trait theory becomes problematic. Establishing a common 

set of effective leadership traits fails when they are generalized across varying contexts. People 

who are effective leaders in one situation may not necessarily be effective leaders in another 

situation (Stogdill, 1948). The statement that “a leader is born to lead any organization” is simply 

false. With this in mind, trait-based leadership must be given credit as a driving force in our 

current leadership discourse. It has allowed a starting place for our primitive understanding of 

leadership to be critically evaluated, giving birth to new ideas regarding how people can move 

organizations forward. Furthermore, it has shaped our understanding of additional leader-

centered models that shifted attention away from the notion of innate traits as effective 

leadership qualities (Kirkpatrick & Locke, 1991). One of these models that has received 

significant attention focuses on skills opposed to innate traits. 
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Skills-Based Leadership 

The skills approach argues that leadership skills have a more direct impact on 

performance than traits (Zaccaro, Mumford, Connelly, & Marks, 2000). It moves away from the 

notion that leaders are simply born and examines the nature of leadership as a combination of 

refinable skills (Northouse, 2016). The earliest model considered leadership to be composed of 

three fundamental skills: technical, human, and conceptual (Katz, 1955). Within an educational 

context, technical skills can be considered to be the management knowledge and skills of the 

day-to-day operations of a school, such as following school board policies and procedures. 

Human skills refer to the ability to work with people, while conceptual skills refer to the 

knowledge and ability to critically evaluate the school as an organization. Under this model, 

leadership is an interplay between the technical, human, and conceptual components, often 

depending on the context of the role one is engaged in. While a mid-level manager would be 

concerned with the technical and human operations, an executive’s energy would be directed 

towards the human and conceptual components of the organization, as this is where their energy 

would be most valued (Northouse, 2016). 

     Modern versions of the skills approach have largely used a similar framework as Katz’s 

three-skills model, but have delved deeper into the nature of individual skills that contribute to 

effective leadership (Mumford, Todd, Higgs, & McIntosh, 2017). More emphasis has been 

placed on both the antecedent conditions and contextual factors that contribute to the 

development of specific leadership skills (Mumford et al., 2017). Below is a theoretically robust 

model that deconstructs skills into three similar but not identical competencies: problem-solving 

skills, social judgements skills, and knowledge (Mumford, Zaccaro, Harding, Jacobs, & 

Fleishman, 2000). 
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Figure 1. Skills-based leadership. This figure illustrates how leadership skills are developed and 

influenced by a variety of factors, including attributes, career experiences, and environmental 

influences. (Northouse, 2016) 

 

The model highlights the process by which individual attributes contribute to effective leadership 

competencies. Modern versions of the skills approach attempt to examine how specific skills, 

such as cognition, are influenced and developed throughout one's leadership lifespan. Current 

research indicates that prior career-related experiences have a significant impact on the 

development of better leadership skills (Mumford et al., 2017). This holds true in various 

contexts, including hospitals, businesses, and academic institutes (Mumford et al., 2017). Prior 

experience supports leadership success by allowing individuals to: 1) draw on their knowledge of 

organizational elements, 2) support personal relationships, 3) acquire more credibility from 

organizational members, and 4) hire more effective employees (Goodall & Pogrebna, 2015). 

 The modern version of skill-based leadership is the place where motivation begins to 

legitimately enter the leadership discussion. Figure 1 indicates that motivation is one of the 

antecedent conditions that impacts skill development, driving both problem solving and 

performance. Motivation is a necessary condition for skill development to unfold. Unfortunately, 



 
 

13 
 

the nature of this unfolding process is unclear, as motivation is largely left out of the discourse 

surrounding skills-based theories. Some have mentioned that motivation does seem to have an 

impact on the formation of expert knowledge by driving the development of leadership skills 

(Goodall & Pogrebna, 2015); however, more research is needed in this area. One area of promise 

is understanding the relationship between leadership skills and follower motivation. Skills-based 

theories have touched the surface of the effects of skills and experience on follower performance 

(Goodall & Pogrebna, 2015), but have largely left the follower's interests out of the leadership 

discussion. 

Leader Focused Models & Motivation 

Leadership-centered models offer little analysis regarding the impact of motivation on 

leader effectiveness. This holds true whether we examine the definitions of primitive trait 

theories or more advanced skill-based models of leadership (Busse, 2014). Although the skills 

model of leadership (see Figure 1) does consider motivation a necessary attribute of leadership 

success, the nature of the relationship between motivation and leadership outcomes remains 

highly uncertain. That being said, it does seem plausible that motivated individuals are more 

likely to be effective leaders, as they would simply put more effort into meeting organizational 

objectives. One reason for the lack of clarity regarding motivation and leadership is that 

historically leader-centered models often failed to examine the impact of motivation on 

organizational success. An area where this is prevalent in the literature is the lack of concern for 

the interests of the followership, particularly with respect to follower motivation (Avolio et al., 

2009). For example, in Katz’s three-skill trait approach, motivation is often strictly considered 

within the context of leaders, with little to no reference of the potential motivational elements 

that may influence followers. 
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Charismatic Leadership 

One area where motivation begins to enter the followership discussion is that of 

charismatic leadership, a modern trait theory. Through their communication skills and strong 

emotional connections, charismatic leaders inspire their followers to adopt their vision of change 

(Kirkpatrick & Locke, 1996). Charismatic leaders are excellent communicators who have the 

potential for numerous followers because of their inspiring message that promises a hopeful 

future (Griffith, Connely, Thiel, & Johnson, 2015). Within this model, motivation exists on two 

levels: 1) motivation of the leader to inspire, and 2) motivation of the followers to adopt the 

inspirational vision. That is, motivation is considered a characteristic of charismatic leaders for 

both self-actualization and social attainment. The problem lies, however, in that charismatic 

leadership models struggle to provide adequate descriptive and prescriptive value. Numerous 

studies support the effectiveness of charismatic leadership practices (e.g., Antonakis, Fenley, & 

Liechti, 2011; Griffith et al., 2015) but a clear explanation regarding how the process unfolds 

does not exist. Absent is an explanation specifically describing how motivation changes 

followers’ values, goals, needs, and aspirations (Shamir, House, & Arthur, 1993).  

Some researchers have attempted to explain the motivation path by outlining the impact 

of charismatic behaviour on a follower's self-concept (Shamir et al., 1993). Specifically, 

motivational elements are implicated through the activation of four different components of one's 

self concept: self-worth, self-expression, self-esteem, and self-consistency (Shamir et al., 1993). 

For example, a charismatic leader may draw on a follower's intrinsic values when developing 

organizational goals, creating a need on the part of the follower to align one's self concept with 

that of the organization. An additional effective strategy used by charismatic leaders is to 

emphasize positive emotions in their communication of future goals (Griffith et al., 2015). The 
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process may happen either intrinsically or extrinsically. This alignment strategy stands in 

contrast to alternative leadership strategies that may attempt to motivate followers by making 

task behaviours more engaging and interesting opposed to positive valence. 

Transformational Leadership 

 Perhaps the most promising and well-researched leadership model that does include the 

motivational interests of the followership is that of transformational leadership (Busse, 2014). 

This type of leadership purports to transform the organization by increasing the employee’s 

sense of self-worth with a particular focus on creating conditions where leaders and followers 

collaboratively develop a shared vision (Bass, 1998). Transformational leadership places more 

ownership in the hands of the followers, lending them more responsibility and enhancing their 

loyalty to the organization (Busse, 2014). The transformational model stands in stark contrast to 

its predecessor, transactional leadership, which uses a primitive model of workplace motivation, 

also known as the carrot or stick approach. Under the transactional model, the leader rewards or 

disciplines the follower depending on the adequacy of the follower's performance (Bass, 1998). 

The transactional process operates with the leader initiating contact with subordinates in an effort 

to exchange something of value, such as rewards for performance, mutual support, or bilateral 

disclosure (Lowe, Kroek, & Sivasubramaniam, 1996)  

 Transformational leaders bypass the exchange theory for an emphasis on personal 

connection. They use four fundamental practices to implement the transformational process: 1) 

idealized influence, 2) inspirational motivation, 3) intellectual stimulation, 4) and individualized 

consideration (Bass, 1998). Using this framework, leaders aspire to create a stronger connection 

with individuals and encourage the followership to demonstrate individuality in their alignment 

of personal goals with both the leader’s goals and the organization’s goals. The expected result is 
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that followers will perform beyond expectations and transcend self-interest for the good of the 

organization (Avolio et al., 2009). This process happens through the use of modeling, meaning 

making, questioning and personal connection. Unfortunately, the nature of the transformational 

mechanisms and processes remains ambiguous (Bono & Judge, 2003; Avolio, Zhu, Koh, & 

Bhatia, 2004) and requires a closer look. 

 The first of the four transformational components is idealized influence, which occurs 

when leaders demonstrate a high moral standard and sound judgement (Bass, 1999). Their 

behaviour results in them being role models for followers who identify them as being valuable to 

the organization. The second component, inspirational motivation, is the ability of leaders to 

make meaningful connections with followers, challenging them in purposeful ways. This 

relationship creates a motivating environment that reduces the structural distance between 

leaders and followers, resulting in stronger organizational commitment (Avolio et al., 2004). 

Thirdly, transformational leaders use a variety of strategies to develop the intellectual capacity of 

the organization. Followers are supported to be more creative and innovative in their practice by 

encouraging a culture of critical thinking that questions assumptions (Bass, 1999). Lastly, 

individual consideration is used to allow followers more ownership in the collective problem-

solving process, through coaching, support, and encouragement (Kark, Shamir, & Chen, 2003). 

Transformational practices at the leadership level can have transformational effects at the 

organizational level, and vice versa. Firms that demonstrate adaptive qualities often have been 

founded by transformational leaders who strive to create a culture of trust, responsibility, and 

alignment of a shared vision (Bass, 1998). In a sense, they are levelling the organizational 

hierarchy to accommodate for the motivational needs of the followers. Furthermore, these 

leaders recognize that a more adaptable organization is better prepared for unpredictable 



 
 

17 
 

challenges, which is a common organizational need in the modern global context (Bennis & 

Slater, 1990). 

From a motivational perspective, transformational leadership shifts the focus towards the 

followership. Leaders engage with the followership in an attempt to drive the organization in a 

positive direction. Unfortunately, similar to previous leadership models, the process by which 

this happens remains vague. A significant criticism of transformational leadership is the lack of 

clarity regarding how each of the components interact to drive the organization. Although 

research has examined the mechanisms by which leaders exert their influence (Avolio et al., 

2004), the qualitative nature of the four components means they are difficult to both measure and 

conceptualize. A second criticism of this leadership style is that although it includes the 

motivational elements of the followership, it is ultimately leadership driven. All four components 

are initiated from the leader’s perspective and depend on the active engagement of the leader 

with the followership, which in some cases can create a negative dependency (Eisenbeiß & 

Boerner, 2013). To examine these criticisms more closely, it is necessary to specifically consider 

the motivational mechanism of a true follower-centered leadership model, servant leadership. 

Servant Leadership: A Follower-Centered Model 

 Leader-centered models have historically migrated in the direction of the followership 

(Busse, 2014). Trait theory predates skill-based theories, which in turn predates transformational 

leadership. As the leadership discourse has evolved, modern leadership theories are more 

considerate of how supporting the followership positively impacts organizational interests 

(Avolio et al., 2009). This has resulted in a paradigm shift towards the development of 

followership-centered leadership theories. Interestingly enough, however, an older follower-

centered model known as Servant Leadership has garnered a resurgence in modern academic 
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discourse. Developed by Greenleaf in the 1970s and based on Hermann Hesse’s fictitious novel 

The Journey to the East (1956), servant leadership outlines a different way of conceptualizing 

leadership (Northouse, 2016). A way that flips the traditional notion of a leader-follower 

relationship and questions our understanding of leadership itself. 

  Servant leadership requires leaders to be servants first (Sarkus, 1991). It derives from the 

leader’s intrinsic motivation to help others, ensuring others are personally, socially, and 

professionally supported (Spears, 2004). This paradoxical leadership position has been difficult 

to define, often causing academics to recede and refer to Greenleaf’s original definition: 

[Servant leadership] begins with the natural feeling that one wants to serve, to serve first. 

Then conscious choice brings one to aspire to lead. . . . The difference manifests itself in 

the care taken by the servant—first to make sure that other people’s highest priority 

needs are being served. (Greenleaf, 2002, p. 33) 

Greenleaf (2002) identified two pieces of success criteria that are used to determine whether a 

leader is an effective servant. First, the followership should be on a path towards self-regulation, 

where they are growing healthier and more knowledgeable. Secondly, the process should be 

inclusive for all stakeholders. The collective interests of the society should be served as well, 

preventing deprivation where possible. 

 These broad and holistic practices have been the source of struggles for academics in 

their attempt to narrow the definition of servant leadership into something more theoretically and 

practically visible (Dittmar, 2006). An initial concern is simply understanding the process by 

which servant leaders serve. That is, do leaders serve through their traits or behaviours? 

Greenleaf offers little discussion in this area, with the greatest body of work stemming from 

interpretations of his original work. Servant leaders seem to act in a certain way towards the 
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followership, which would indicate that leadership is a list of behaviours (Van Dierendonck, 

2011). Although Greenleaf did not explicitly mention behaviours of servant leaders, authors have 

attempted to deconstruct the vague underpinnings of servant leaders to construct a workable 

model (Chan & Mak, 2014; Farling, Stone, & Winstone, 1999; Northhouse, 2016). 

 Drawing on a variety of sources, Northouse (2016) constructed a model of servant 

leadership that attempts to place Greenleaf’s equivocal ideas in a relevant leader-follower 

context. The model is three-fold, consisting of antecedent conditions, servant leader behaviours, 

and outcomes. 

 

Figure 2. Servant leadership model. This figure illustrates how leadership outcomes are 

influenced by antecedent conditions and specific servant leadership behaviours. (Northouse, 

2016) 

 

Northouse's (2016) model begins with an understanding of the antecedent conditions that 

determine the context for servant behaviour. The initial conditions are the starting point to a path 

of service. 

Working from antecedent conditions, servant leaders demonstrate a specific set of 

behaviours to achieve organizational goals: conceptualizing, emotional healing, follower 
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centeredness, follower growth support, ethical behaviour, empowerment, and community 

connection (Avolio et al., 2009; Northouse, 2016). This process can be complex and is not 

entirely understood. An important consideration is that servant leaders initially focus on the 

needs of the followership opposed to the needs of the organization (Graham, 1991). This is the 

characteristic that arguably separates servant leadership from other models, such as 

transformational leadership (Smith, Montagno, Kuzmenko, 2004). Each servant leader behaviour 

operates with the intention of supporting followers’ interests and needs. The result is that 

followers feel a sense of autonomy allowing them to self-regulate their behaviour—an important 

motivational consideration (Van Dierendonck, 2011). By attending to the emotional, personal, 

and social needs of the followers, servant leaders are accommodating for the motivational needs 

of the employees. 

Northouse (2016) identified three outcomes of servant leadership practices: follower 

performance and growth, organizational performance, and societal impact. By serving the needs 

of the followership, the organization flourishes and connects to the societal context. Servancy 

positively impacts the individual, the leader, the organization, and the community at large. 

Although the mechanisms of this process are not entirely understood, the literature does support 

servant leadership as an effective means for elevating follower and organizational performance 

(Chan & Mak, 2011; Williams, Brandon, Hayek, Haden, & Atinc, 2015). Some have argued that 

servant leadership too closely resembles transformational leadership (Farling et al., 1999), but a 

closer analysis reveals they are both practically and theoretically different. 

 

Differentiating between Servant Leadership and Transformational Leadership 
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When positioned against each other, the attributes of servant leadership and 

transformational leadership are highly similar—trust, vision, credibility, and risk sharing (Stone, 

Russell, Patterson, 2003). Each theory can be considered a follower-oriented leadership model 

that has a high concern for people opposed to production. The difference, however, is in its 

treatment of people. Servant leadership distances itself from transformational leadership in one 

significant way—the focus of the leader. That is, servant leaders are primarily concerned with 

the interests of the followership while transformational leaders are ultimately concerned with the 

interests of the organization (Bass, 1998; Graham, 1991). Servant leaders allow a significant 

amount of freedom and trust in allowing followers to actualize their abilities (Stone et al., 2003). 

Transformational leaders, on the other hand, use a variety of follower-centered strategies (e.g., 

individual consideration, inspirational motivation) for the betterment of the organization (Smith 

et al., 2004). This organizational focus does not exist in the servant leadership model, as the 

betterment of the organization is seen as a positive consequence of followership fulfillment.  

Servant leaders are not genuinely concerned with organizational management—they 

value the people who comprise the organization (Stone et al., 2003). This act of service is the 

focus of the leader, which supersedes organizational objectives, such as results, efficiency, and 

effectiveness. Another area of difference between these two theories is the path of follower 

motivation. Transformational leaders influence others using their relationship and 

communication skills while servant leaders influence from service itself (Stone et al., 2003). This 

focus of servancy has been shown to have many positive effects, such as forming trusting 

relationships, increasing workplace satisfaction, and follower creativity (Chan, Mak, 2014; 

Williams et al., 2015). The difficulty, however, is determining whether one theory is better than 

the other—transformational leadership or servant leadership. If followers are satisfied and the 
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organization is performing, does it matter where the leader’s interests are focused, whether with 

the organization or the follower? Transformational practices may be just as fulfilling and 

effective as servant leadership practices. It may be a case of two different paths to reach a similar 

goal. 

 To answer this question of leadership effectiveness, it is helpful to consider the goals of 

the individual leader themselves. That is, if the goal of leadership is organizational effectiveness, 

then using motivational elements to drive an organization forward seems acceptable. Conversely, 

if the goal of leadership is follower self-actualization, then servant leadership may be the model 

of choice. 

 One area where insight may be provided regarding the nature of these two theories is in 

the literature. Unfortunately, research comparing the efficacy of transformational models with 

servant leadership models is limited (Yigit & Bozkurt, 2017). That being said, some research 

does provide a semblance of servant leadership being the more motivating theory. When leaders 

nurture self-efficacy and self-motivation and stress community involvement, employees maintain 

high levels of performance (Liden, Wayne, Zhao, & Henderson, 2008). By explicitly 

emphasizing the needs of the followers, servant leadership practices are more considerate and 

support positive change in the lives of followers (Yigit & Bozkurt, 2017). These nurturing 

elements align with servant leadership practices and have ethical considerations as well. 

 Two significant ethical theories support the motivational elements of servant leadership: 

1) Kant’s categorical imperative and 2) utilitarianism. Kantian ethics views action as moral 

obligations that are derived from pure reason. That is, one’s actions should be rooted in a moral 

playbook that is both rational and universal (Price, 2008). More specifically, one of Kant’s 

categorical imperatives argues to “act so that you treat humanity, whether in your own person or 
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in that of another, always as an end, and never as a means” (Vaughn, 2015, p. 83). Under this 

ethical model, people should be considered ends in-themselves, with goals values, rationality, 

and autonomy. Followers are given an opportunity to be rational and make choices within the 

organizational framework. Therefore, leaders should treat people as autonomous agents, with 

absolute moral worth (Price, 2008). Although Kantian ethics does support transformational 

leadership practices (Groves & LaRocca, 2011), the servant leadership model would be favoured 

as it argues that people should not be manipulated for the interests of the organization. 

 Utilitarianism, another influential ethical theory, also supports servant leadership 

practices. This formulaic model operates according to the principle of utility, which suggests we 

should act always to produce the greatest good for the greatest number of people (Vaughn, 

2015). The focus is placed on the outcome with the greatest social good (Groves & La Rocca, 

2011). That being said, if we assume the number of followers outnumbers leaders, then meeting 

the motivational needs of the followers would be considered the greatest overall good, and 

servant leadership would be the more ethical leadership approach. However, transformational 

leadership may actually have some leverage within the utilitarian framework. The reason for this 

is that although transformational practices may be less altruistic, the overall organizational 

effects may actually produce the greatest good in the greatest number of people (e.g., students 

and members of the school community). That is, despite having a lower connection with the 

followership, the broader organizational effects may produce larger positive social outcomes 

than the servant leadership model.   

 

The Motivation Pathway 
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 A missing element in the leadership discussion is the mechanism by which motivation 

influences follower performance. Although modern leadership theories (e.g., transformational 

leadership, servant leadership) include follower motivation as a necessary condition for 

organizational success, little is offered with respect to how the motivational process unfolds (Ori 

& Roth, 2011). This lack of clarity regarding the motivation pathway in the leader-follower 

relationship has been a significant criticism of each of the leadership theories discussed so far. 

To begin to understand the process by which leaders can create motivating conditions for 

followers, it is necessary to examine some of the psychological elements that impact follower 

motivation. This should provide a more complete practical and theoretical understanding of the 

relationship between leadership and motivation. 

Social Cognitive Theory 

 One of the most accepted motivation theories is Bandura’s social cognitive theory. 

Beyond basic biological needs, Bandura (1991a) argued that motivation is a collection of social 

and cognitive mechanisms. Specifically, the social component recognizes that people are 

motivated by social incentives, both negative and positive. That is, people behave to either gain 

social approval or refrain from social disapproval (Bandura, 1991b). To maintain their 

connection to the group’s collective goals, individuals are more likely to move into action if it is 

in the social interest of the group. Pink (2009) expanded on this notion of social influence in his 

discussion of autonomy, and the power of allowing people to choose their team members during 

collaborative activities. Within the social sphere, responsibility is derived from shared ownership 

among individuals, and is motivating when individuals can choose their social circle for a 

particular task. This is an important consideration for leaders when determining how to organize 

teams within organizations. 
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 The second component of social cognitive theory argues that cognition plays a significant 

role in one’s motivation (Bandura, 1991a). By anticipating future outcomes and guiding actions 

accordingly, people’s cognition drives their behaviour. That is, through their thinking they 

examine possible outcomes, set goals for themselves, and create an action plan to achieve a 

desired result (Bandura, 1991b). Consider the example of an educator interested in becoming 

qualified in another subject area, such as mathematics. With this desired outcome in mind, they 

set a goal to obtain additional qualification courses, and begin to cognitively determine an 

appropriate action plan to achieve their goal. It is important to note that this self-regulatory 

mechanism is dynamic in that goals and actions may be continuously adjusted to accommodate 

for influencing variables, such as unexpected barriers (e.g., time, money, health). If for example 

the teacher becomes pregnant after enrolling in the course, their action plan may be adjusted to 

accommodate for their new lifestyle change. 

Attributions, Expectations, and Goals 

 Looking more closely at the cognitive mechanisms of motivation reveals three forms of 

cognitive motivators—causal attribution, outcome expectancy, and cognized goals (Bandura, 

1991a). Scholars of attribution theory posit that causal attributions have motivational effects 

(Weiner, 2008). Specifically, retrospective judgements determine the level of drive one exerts 

towards achieving a specific goal. If people attribute their successes and failures to personal 

effort, they are more likely to persist during challenging activities, as they see achievement as 

being a product of personal capabilities (Dweck, 2006). Conversely, those who credit their 

success to situational factors (e.g. chance, personal connections) will expend less effort during 

challenging activities because outcomes are not considered to be a product of personal 

capabilities—it is out of their hands (Dweck, 2006). Dweck supported this notion of attribution 
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theory in her discussion of growth mindset. When providing feedback to others, leaders should 

focus on praising practice and persistence opposed to intelligence. The reason for this is that 

attributing actions to intelligence alone creates a fixed mindset, weakening the link between 

performance and behaviour (Lin-Siegler, Cohen, & Dweck, 2016). 

 One’s expectations of their own behaviour is also a significant cognitive motivator. 

Expectancy value theory argues that the strength of one’s motivation is determined by the 

expectation that a particular action will produce the desired result (Wigfield & Eccles, 2000). 

The greater the expected value placed on a desired outcome, the greater the motivational drive 

directed towards that activity. For example, consider an educator who is teaching a reading 

strategy to group of students in a class of struggling readers. The greater the teacher’s 

expectation that the teaching strategy will produce a higher level of comprehension for the 

students of the class, the greater amount of energy the teacher will expend to ensure that that 

strategy is implemented properly. Furthermore, if the teacher deeply values reading and 

considers it to be an indispensable skill, an even greater effort will be put forth to ensure the 

students and the teacher achieve the outcome. In summary, expectancy and value determine the 

level of motivation displaced towards an action. Leaders should always be attempting to 

emphasize the value of desired practices by acknowledging success criteria and highlighting the 

causal link between practice and meaningful change. 

 Of the three mechanisms of self-regulation theory, cognized goals have the greatest 

motivational power (Bandura, 1991a). Being able to set personal goals allows one to self-direct 

one’s behaviour through personal challenge and evaluating one’s progress. This active process of 

self-directing one’s behaviour provides the ownership and engagement for meaningful change. 

However, simply adopting a self-selected goal, whether easy or challenging, without knowing 
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the actions steps has little motivational significance. A person must choose appropriate actions 

and have some ownership over action steps to ensure that tasks are meaningful (Covington, 

2000). A significant motivational support to this process is performance feedback, which allows 

goal adjustment and refinement of one’s action plan (Waller & Papi, 2017). The reason for this 

seems to be that self-feedback is part of the mechanism that allows one to adjust action plans, 

determining whether to expend more effort and persevere when challenging situations arise. 

Setting goals alone does not provide enough motivational fitness but feedback continually 

rejuvenates one’s drive throughout the duration of the action plan. Educators need to be aware of 

this during goal setting processes to ensure that progress is continually revisited to ensure that 

necessary adjustment can be made. 

 Self-efficacy beliefs have also been shown to have strong motivational power (Pajares, 

2003). In situations of physical stamina, participants with high self-efficacy beliefs showed 

higher stamina than participants with lower self-efficacy beliefs, despite self-perception beliefs 

of physical efficacy being entirely unreal (Bandura, 1991a). In one sense, self-efficacy beliefs 

could be considered the lens by which a person views challenges. If one believes they are able to 

accomplish a particular task, they are likely to exert more effort towards completing the 

challenge. Conversely, feelings of doubt and incompetence will hinder one’s perseverance 

causing a lower level of effort. These downstream effects of motivational scenarios are relevant 

because they can have negative effects on people with low self-efficacy beliefs. Distrusting one’s 

efficacy can impair one’s judgement particularly in the area of analytical thinking (Bandura, 

1991a). This is important because many of the performance tasks of educators require thinking 

skills, such as analysing, adapting, and critically evaluating complex situations. Low self-
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efficacy beliefs not only hinder these processes, but dissuade one’s thinking from participating in 

future challenging tasks. 

 

Summary 

 The past century has seen a significant development in our understanding of leadership 

practices. Moving from leader-centered to follower-centered models has changed the 

organizational landscape. Furthermore, employees are seeking more autonomy and meaningful 

opportunities in their daily work—they are social and experiential creatures (Schwantes, 2015). 

The nature of this relationship has significant motivational considerations, as the needs of 

employees are integral to the success of organizations. The modern way of addressing the 

motivational problem is to draw on our current leadership understanding and social cognitive 

theories of motivation.  

 Both transformational and servant leadership seem to be the theories that harness the 

greatest motivational energy of employees. This is primarily due to their consideration for the 

self-regulation needs of the followership. When examined more closely, however, both models 

struggle in their explanation of specifically how the leader-follower relationship navigates 

through the motivational maze to organizational effectiveness. Despite the need for more 

analysis in this area, servant leadership seems to be the more ethical model when examined 

through a universal and practical lens, particularly Kant’s categorical imperative and 

Utilitarianism. To provide more clarity with respect to the theoretical and practical workings of 

these models, more analysis is needed in the area of motivational theory and its application to the 

leader-follower relationship, and the context within which this relationship operates. 
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 One of the most prevalent and applicable motivational theories that applies to the 

leadership context is self-regulation theory. According to this theory, leaders need to be aware of 

the social and cognitive mechanisms that drive motivation. People are motivated socially when 

they value their social group and will try to refrain from activities that exclude them from the 

collective cohesion of the group. Although these social pressures influence the behaviour of 

individuals, cognition has the most significant connection to motivation. Educators who have a 

growth mindset and attribute their success to personal ability and effort are more likely to 

persevere during challenging activities, especially if they deeply value the outcome. 

Furthermore, the cognitive process of setting goals greatly impacts one’s motivational behaviour. 

Specifically, high self-efficacy beliefs directly increase one’s level of perseverance during the 

process of self-directed behaviour. Secondary effects should also be considered, as low self-

efficacy beliefs negatively influence analytical thinking and the willingness to participate in 

future challenges.  
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Chapter 3: The Ontario Leadership Strategy 

Introduction 

 Central to the mission of the Ontario Leadership Strategy is to support student 

achievement through the professional development of effective school leaders. As part of the 

action plan, a resource guide was developed, titled the Ontario Leadership Framework (OLF). 

This document provides a set of core leadership competencies and effective practices for 

principals, vice-principals and supervisory officers. The framework attempts to provide  

“leaders with a clear picture of what effective leadership looks like at both the level of the 

individual leader and the organization" (The Institute for Education Leadership, 2013, p. 6).  

However, principals do not consider the OLF to be a resource that guides daily practice, but 

simply a comprehensive list of leadership skills (Riveros, Verret, & Wei, 2016). Practicing 

leaders are required to draw on their own experience and knowledge to create a picture of 

effective leadership. The purpose of this chapter is to review the focus of the OLF and to identify 

potential theory-practice gaps from both leadership and motivational perspectives.  

The Ontario Leadership Framework  

 The Ontario Leadership Framework (OLF) outlines evidence-based leadership practices 

that provide guidance for new and practicing administrators to be successful school leaders. As 

stated in the document for aspiring leaders, the OLF provides important insights about what they 

will need to learn to be successful, whereas those already exercising leadership can use it as a 

useful tool for self-reflection and self-assessment. As noted by Leithwood (2012), this 

framework is “a key source of objectives for leadership developers in the province and one 

transparent, defensible basis on which to assess and provide feedback about the quality of 

leadership enacted in schools and school systems” (p. 3). With its ultimate objective of 
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improving student outcomes, the document examines two separate leadership frames, school-

level leadership practices and organizational-level leadership. The school-level leadership 

practices are sub-divided into three fundamental domains of school effectiveness: 1) setting 

directions, 2) building relationships and developing people, and 3) developing the organization to 

sustain desired practices. There is no relevance to the order of these categories, but they do share 

a common theme of being grounded in social motivational theory (Leithwood, 2012, p. 12). 

Moving beyond the individual, the organizational-level leadership section consists of just two 

domains: 1) improving the instructional program and 2) securing accountability. Using this dual 

approach of school-level and organizational-level practices, administrators are expected to use 

the OLF for guidance in their aim to be effective school leaders. 

 Embedded within the OLF and all provincial-sponsored professional development 

resources are five core leadership capacities (CLCs).  The five core leadership capacities are: 

setting direction, that is working collaboratively to ensure goals are strategic; aligning resources 

with priorities, meaning that all relevant resources are linked towards student priorities; 

promoting collaborative learning cultures, that is working with all stakeholders to improve 

student achievement and well-being; using data, that is using multiple sources of data to drive 

decision making; and engaging in courageous conversations, that is using professional 

conversations to challenge current practices regarding student learning and well-being. In 

addition to the leadership domains and CLCs listed above, the OLF provides a list of personal 

leadership resources that leaders can draw on to effectively enact leadership practices. The 

personal leadership resources used by effective school leaders are categorized as: cognitive, 

psychological, and emotional.  
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Analysis of the Ontario Leadership Framework 

Overall, the OLF is akin to the curriculum guide for administrators. Administrators can 

use the OLF as a resource to guide their leadership, similar to the way a teacher uses the 

curriculum to guide their teaching practice. In both administration and teaching, a gap exists 

between the written curriculum and the enacted curriculum, or in the case of administration, the 

written competencies and enacted competencies. Filling this gap between theory and practice is 

often easier for teachers, as the resources for the teaching profession outweigh that of 

administration. During the planning process, teachers have access to a wealth of documents (e.g., 

textbooks, resource documents, electronic tools) aimed at covering the gamut of curriculum 

expectations. Furthermore, the Ministry of Education of Ontario provides consistent professional 

support for educators working within the provincial context. 

 Bridging the gap between expectations and practices can be much more difficult for 

administrators than other educators. The reason is that the OLF identifies a standard of 

leadership but fails to provide effective strategies to support administrators in reaching the 

standard. The result is that principals are heavily relied on to develop their own context-specific 

strategies to improve student outcomes using the five domains of the leadership framework. And 

although leadership is a thriving industry that offers numerous resources grounded in leadership 

and organizational theory, locating specific documents that align with the educational context of 

the OLF is at times beyond challenging (Riveros et al., 2016). In this section, I will analyze how 

the OLF defines and conceptualizes leadership and how it positions motivation in relation to the 

attainment of school-wide goals.  
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Defining Leadership 

 To clarify the difference between leadership competencies and strategies, it is necessary 

to first take a closer look at leadership itself. In the framework, leadership is defined as “the 

exercise of influence on organizational members and diverse stakeholders toward the 

identification and achievement of the organization’s vision and goals” (OLF, 2013, p. 5).  Within 

an educational context, the process of exercising one’s influence refers to the practice of drawing 

on relationships (e.g., individuals, groups) and sources of influence (e.g., parents, students, 

teachers, trustees) to move the organization toward the achievement of the organization’s vision 

and goals. Although this process of organizational change is apparent in the definition, the 

practical portion remains vague. How exactly does one exercise influence and draw on 

relationships to move an organization forward? The OLF refers to the use of personal resources 

(cognitive, social, psychological) to enact effective leadership practices. Although these personal 

skills are desirable traits for effective leaders, there is no practical discussion regarding how 

these traits should be used to develop the organization. 

 To further support administrators in their leadership journey, the OLF is accompanied 

with a secondary more theoretical document titled Discussion of the Research Foundations. In 

the analysis of leadership, Leithwood (2012, p. 14) noted:  

The leadership challenge is to bring together—or align—at least some of the individual 

purposes motivating students, staff and other school stakeholders with the purposes of the 

school, as a whole, as well as with the prevailing policy goals of the school system and 

province.  

In this description, motivation is the key factor in organizational advancement. For leaders to be 

successful, it is argued that they need to align the numerous motivational elements of a variety of 
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stakeholders (e.g., students, educators, parents, community members, policy) towards a common 

purpose of increasing student outcomes. One particular area where this alignment need exists is 

during the school-wide goal-setting processes. 

The Role of Motivation in Building School-Wide Goals 

 The first leadership domain listed in the OLF is setting direction, which indicates that 

effective school leaders are able to facilitate stakeholder engagement in processes for identifying 

specific school goals. Adopting this leadership practice requires the acknowledgement that the 

performances of organizational members is a function of their motivation, ability, and setting in 

which they work (Leithwood, 2012, p. 12). Although this leadership practice is supported by 

high-quality research on educational leadership, the action steps for facilitating the process are 

unclear. Exactly how do educational leaders use motivation to facilitate goal setting processes?  

 In the supporting OLF document, Leithwood (2012) offered a brief discussion regarding 

motivational theory to address the problems of the goal setting process. With respect to 

organizational goals, individuals must see themselves within the planning process to ensure that 

they have motivational power. Otherwise, organizational goals will be lacking ownership, 

resulting in surface-level production. Leithwood suggested that school improvement planning 

teams are contexts where alignment opportunities exist. Unfortunately, little to no discussion is 

provided regarding how to effectively go about this process. Several recommendations are 

offered that highlight effective practices for identifying, shared and short-term goals for student 

outcome improvement. These include: 

• Facilitate stakeholder engagement in processes for identifying specific school goals;  

• Do whatever is necessary to make the goals clear to all stakeholders;  

• Regularly encourage staff to evaluate their progress toward achieving school goals;  
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• Encourage staff to develop and periodically review individual professional growth goals, 

as well as the relationship between their individual professional goals and the school’s 

goals;  

• Make frequent explicit reference to (and use of) the school’s goals when engaged in 

decisions about school programs and directions;  

• Build consensus among students, staff and other stakeholders for the school’s goals and 

priorities.  

Implicit in the above list are some of the elements of current motivational theory, specifically a 

focus on individual goal setting. The reasons for this is that by linking personal goals with 

organizational goals, individual purposes become the driving force of organizational purposes. 

The difficulty, however, with the above list is that a practical description of how to use 

motivational theory in conjunction with the leadership competencies is missing. That is, exactly 

how are administrators to encourage staff to review the relationship between their own 

professional goals and school goals? There is a practical need for this process to be clarified. 

 This gap between leadership competencies and effective principalship has significant 

impacts on educational leadership throughout the province. Administrators are left with the 

difficult task of solving these complex motivational puzzles with few evidence-based resources 

to draw on. It is not enough to simply state that administrators are encouraged to align individual 

purposes with organizational purpose, as this does not address the gap between competencies and 

effective practices. Principals require more support outlining detailed action steps that support 

them in the collaborative goal setting process. One way of addressing this problem is to provide 

professional development for principals that allows them to use current leadership and 

motivational theory to support them in meeting some of the competencies outlined in the OLF. 
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Conclusion 

 The leadership competencies listed in the OLF are considered best practices for 

improving student outcomes. That is, if school leaders are successful in achieving the 

competencies, then the organization should be in a healthy position to support student learning. 

This premise is further supported by the OLF’s research and discussion document that provides a 

theoretical foundation for the framework, with particular attention given to motivational theory. 

For example, a leadership competency to be used during the school planning process is: 

identifying and achieving short-term goals. The OLF supports this domain by recommending 

that school leaders facilitate stakeholder engagement in the goal setting process, as well as 

regularly encourage staff to evaluate their progress toward achieving the school’s goals. 

Although these suggestions seem reasonable for administrators to handle, they become 

impractical when we examine the motivational mechanisms at play.  

 As the Ontario Leadership Strategy continues to strive to support student achievement 

through effective leadership, it needs to reconsider its plan of action. Supporting instructional 

leaders needs to go beyond a list of leadership domains to a place where it provides a theoretical 

examination of the common leadership processes and problems facing current administrators. 

The job description of an administrator should not be considered a checklist of descriptors, but 

rather a set of processes that work towards increasing student outcomes. If we consider these 

processes to contain a series of motivational elements, we can better understand how to create 

the right conditions for positive growth. Using an analytical approach in conjunction with 

motivation theory provides a more complete understanding of the path to effective leadership. 

Chapter 4: Designing the Training Program 
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In this chapter, I will describe the Understanding by Design (UbD) framework that is 

used to develop a professional development training program in the form of a workshop to 

support principals and vice-principals working in the Ontario public school system. In addition, I 

will indicate how leadership and motivational theory can support administrators in their attempt 

to make the goal setting process more successful in meeting the indicators outlined in the Ontario 

Leadership Framework (OLF). 

Curriculum Design 

 The collaborative activity of administrators and teachers developing school-wide goals is 

a highly complex process. When examined closely, there are many motivational and leadership 

elements at play that determine the success of this operation. Any planning process requires 

a clear structure that does not deviate from the overall objective. For that reason, I have chosen a 

backwards design approach to curriculum workshop design. Backwards design is a process that 

purports that the best lessons are designed backwards from the learning sought (Wiggins 

& McTighe, 2011). The desired results determine the content, methods, and the activities that 

will be used to achieve those results. The backwards design process uses the following sequence: 

1) identify desired results; 2) identify the content and skills needed to achieve the desire result; 

and, 3) plan learning activities that create a path for participants to acquire the skills and 

understanding necessary to achieve the desired result. The specific framework that I will using to 

develop the workshop is called Understanding by Design (UbD). 

Understanding by Design 

 UbD is a backwards design approach developed by Wiggins and McTighe (2011). The 

objective of UbD is to ensure that curriculum design captures the important learning, as well as 

the evidence that shows learning has occurred. Wiggin and McTighe (2011) argued that the two 
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most common mistakes of curriculum design are: a) coverage, and b) activity-orientated design. 

Coverage is the sequential presentation of factual information that misses the key learning 

outcomes. It often occurs when teachers attempt to navigate through a textbook in hopes of 

covering all the learning expectations. Activity-orientated lessons are hands-on approaches that 

lack the thinking portion of learning. This occurs when too much emphasis is placed on 

kinesthetic engagement opposed to critical thinking and enduring understanding. To alleviate 

these two design errors, UbD presents a sequential way of planning that begins with the end in 

mind. The ultimate objective is to end up with a deeper understanding during the learning 

process, opposed to the simple recall requirements of misguided curriculum design. 

 The first stage of the UbD design process is identifying desired results. In this stage, 

learning priorities are established by answering the question: what should participants know, 

understand, and be able to do? Once the results are established, stage 2 involves determining 

acceptable evidence. It requires the designer to identify the evidence that indicates student 

understanding and proficiency. The final stage of the UbD process involves planning learning 

experiences and instruction. The design should consider the variety of knowledge (e.g., facts, 

concepts, principles) and skills (e.g., processes, procedures, strategies) needed to guide the 

learning path towards the desired result (Wiggins & McTighe, 2011). 

The Curriculum Design Process Using UbD 

 The broad theoretical scope of my project presented a set of design challenges, 

particularly related to the use of two different subjects: leadership theory and motivational 

theory. It was difficult to determine whether these two areas should be treated separately or 

integrated into one larger unit. UbD begins the design process by focussing on the desired result 

and attempts to clarify what participants should know, understand, and be able to do. Through 
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the process of answering these questions, it was clear that leadership theory and motivational 

theory should be treated separately. The reason for this is that although both leadership and 

motivational theories share some common elements, they are considered separate disciplines in 

the literature. Furthermore, both leadership and motivation theories are complex and require 

individual analyses for a more comprehensive understanding.  

Unit Structure and Content 

 The unit design for the workshop consists of three different lessons, with the culminating 

activity requiring participants to integrate their knowledge throughout the workshop. The three 

lesson titles include: 1) leadership theory, 2) motivational theory, and 3) the Ontario Leadership 

Framework. The presentation of the workshop will be in the format of a Microsoft PowerPoint 

presentation, which is designed to be delivered to educational administrators. Participants will 

also be provided with variety of supplies that are needed throughout the workshop to complete a 

variety of learning tasks. Necessary materials are listed in the workshop lesson plans. 

 I begin with an overview of the workshop in the form of a unit plan, which was 

assembled using the Understanding by Design (UbD) template. The unit plan allows for an 

individual in the role of a workshop facilitator to understand the desired results of the 

participants engaged in the three-part workshop. The unit plan also highlights the important 

knowledge that will be learned, transferred, and assessed during the duration of the workshop. 

The unit can be seen in Table 1. 

 
 
 
 
 
 
Table 1.  
Creating Motivating Environments for Educators Unit Plan 
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Unit Introduction 
 

Unit 
 

Creating Motivating 
Environments for 

Educators 

 
Level 

 
Principals &  

Vice Principals 

 
Time Frame 

 
3.5 Hours 

 
Designed By 

 
Eric Barker 

 
 

The Big Ideas 
 

For this unit, the big ideas that will be explored throughout the sessions and performance tasks 
are:  

• Leadership 
• Motivation 
• Leadership planning processes 

 
Stage 1 – Desired Results 

Established Goals 
 

• Participants will understand elements of current leadership theory  
• Participants will understand elements of current motivational theory 
• Participants will understand how to use leadership and motivational theory to create a 

stronger motivating environment during the goal setting process outlined in the Ontario 
Leadership Framework (OLF) 

• Participants will apply their knowledge of leadership and motivational theory to 
different parts of the OLF 

 
Transfer 
Participants will be able to independently use their learning to:  
 

• apply their understanding of leadership and motivational theory to better meet the 
indicators of effective leadership outlined in the OLF 

 
Meaning 
 
Understandings: 
Participants will understand: 

• the value of using evidence-based 
leadership theory in their practice 

• the value of using evidence-based 
motivational theory in their practice 

 
Essential Questions: 
Participants will keep considering these 
essential questions: 

• What is my current leadership stance? 
• What motivational elements do I 

currently use in my practice? 
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• how to apply motivation and 
leadership theory during a variety of 
leadership activities 

  
  

• How can I use evidence-based 
leadership and motivational practices? 

• How can I apply my understanding of 
motivational theory to other areas of 
the school organization? 
 

Acquisition 
Participants will know . . .    
• the theoretical underpinnings of servant 

leadership and transformational leadership 
• the theoretical underpinnings of 

expectancy theory and social-cognitive 
theory 

 

Participants will be able to… 
• List the environmental, social, and 

cognitive conditions that impact the 
motivational drive of employees 

• Design collaborative activities that use 
evidence-based motivational strategies 
to improve effective leadership 
practices 
 

Stage 2 - Assessment Evidence 
Performance Tasks 
Participants will show that they really understand by evidence of:  
 
• Workshop#1: Leadership 

Participants will begin exploring the definition of leadership by drawing on their 
leadership experience. The goal will be to create a leadership scene that identifies the 
different components of any leadership context: a) followers, b) leaders, c) goals, and d) 
context. Participants will critically examine trait theory, transformational leadership, and 
servant leadership. Using their thinking skills, participants will apply their knowledge to a 
school context, examining which leadership theory supports the role of a school 
administrator. Participants will demonstrate their learning through a think-pair-share 
activity. 

 
• Workshop#2: Motivation 

Participants will begin to explore their own definition of motivation. Revisiting their 
leadership scene, they will attempt to identify the motivational drives of the various 
stakeholders (e.g., leaders, followers). Upon reviewing current motivational theory, 
participants will identify the social and cognitive motivational drives of individuals in a 
leader-follower relationship. To explore the social portion of motivational theory, 
participants will work in a group to support a ball using string and tape and will be 
required to navigate across the room and safely rest the ball on a golf tee. The goal of this 
activity is to understand the social motivational elements at play during group activities, 
particularly the need for social connection and positive feedback. The cognitive portion of 
motivational theory will be explored by looking at the story of Terry Fox and highlighting 
the motivational mechanisms at play during his Marathon of Hope. Participants will use a 
motivational planning sheet to organize and demonstrate their learning. 

 
• Workshop#3: The Ontario Leadership Framework 
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Drawing on their knowledge of leadership theory and motivational theory, participants will 
work in a team to complete the Leadership Planning Sheet. The goal is for participants to 
explore how their knowledge of follower-centered leadership theories and motivational 
theory can support them in their goal of meeting the OLF's indicators of effective 
leadership. 

 
 
Other Evidence 
Participants will show they have achieved Stage 1 goals by:  
• Informal questioning with the facilitator  
• Think-pair-share activities with table partners and the whole-group 
• The evidence of strategy-use on the Leadership Planning Sheet 
 

Stage 3 - The Learning Plan 
 
Workshop#1: Leadership Theory 
Pre-Assessment 

• Participant understanding of leadership theory will be demonstrated during their 
explanation of their leadership scene 

Progress Monitoring 
• Informal feedback will be provided during discussion of the ideal leadership stance 

Learning Events 
• Participants will acquire leadership theory knowledge through a PowerPoint 

presentation 
• Participants will make meaning of important ideas by critically evaluating their own 

definition of leadership in comparison to the ideas presented in the PowerPoint 
presentation 

• Participants will transfer their learning to a new situation by drawing on leadership 
theory and their professional experience to consider the best possible leadership stance 
for a school administrator 

Workshop#2: Motivational Theory 
Pre-Assessment 

• Participant understanding of motivational theory will be demonstrated in their 
explanation of the motivational elements at play in their leadership scene 

Progress Monitoring 
• Informal feedback will be provided during small-group and whole-group activities. 

Learning Events 
• Participants will acquire motivation theory knowledge through a PowerPoint 

presentation 
• Participants will make meaning of important motivational ideas by participating in a 

social motivational activity, as well as critically examining the Terry Fox case study 
• Participants will transfer their learning to a new situation by using the motivational 

planning sheet to deconstruct the motivational elements at play during the Terry Fox 
Marathon of Hope case study 
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Workshop#3: The Ontario Leadership Framework 
Pre-Assessment 

• Participant understanding of the Ontario Leadership Framework will be assessed 
through facilitator-participant questioning 

Progress Monitoring 
• Informal feedback will be provided during small-group and whole-group activities 

Learning Events 
• Participants will acquire OLF knowledge by viewing a PowerPoint presentation that 

highlights the major components of the OLF. Participants will also be provided with a 
copy of the OLF. 

• Participants will make meaning of important OLF components by critically exploring 
the gap between theory and practice. More specifically, participants will examine how 
the OLF does not provide effective strategies for supporting the OLF's definition of 
effective leadership.  

• Participants will transfer their learning to a new situation by using the leadership 
planning sheet to develop strategies rooted in motivational and leadership theory to 
meet one of the indicators of effective leadership. This process will be initially 
modeled for participants to provide support in their planning process. 

 
 

 

Lesson 1: Leadership Theory 

 The object of this lesson is to introduce school administrators to the leadership theory that 

is applicable to the Ontario Leadership Framework. The process begins by having participants 

reflect on their own leadership ideology and examining their ideas with respect to three 

prominent leadership theories: 1) trait theory; 2) transformational leadership; and, 3) servant 

leadership. Participants then apply their understanding of leadership by determining the best 

leadership stance for a practicing school administrator.  

Table 2.  
Lesson Plan for the Leadership Theory Lesson 
 

LESSON PLAN 
 Title: Leadership, Motivation, and the Ontario Leadership Framework 

Part 1 of 3: Leadership Theory 
 
Learning Outcomes Materials 
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• Participants will explore their definition 
of leadership 

• Participants will become familiar with 
three leadership theories: 1) trait theory, 
2) transformational leadership and 3) 
servant leadership. 

• Participants will apply their 
understanding of transformational and 
servant leadership to their practice as a 
principal 
 

• 1 package of 1-inch sticky notes 
per 5 participants 

• 1 Ziploc bag per participant each 
containing: 
   - 5 Lego people 
   - 1 Lego board 
   - miscellaneous Lego pieces 

• Workshop PowerPoint 
• Computer and Projector 
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Introduction (Slide 1) 
1. Inform participants that the workshop will be exploring the definition of 
leadership and how it applies to the context of school administration. 
2. Question: Does anyone have any concerns moving forward? 
 
Building Leadership Scene (Slide 3: 5 minutes) 

1. Inform participants: For the next minute, I want you to think and answer the 
following: what is leadership? 

2. Provide participants: With one Ziploc bag containing the Lego contents. 
3. Introduce the activity by reading slide 3. Allow participants 5 minutes to 

complete. 
 
Questioning Leadership (Slide 4: 5 minutes) 

1. Ask participants the following questions related to their leadership scene: 
a. Who is the leader? 
b. Who are the followers? 
c. What is the context? 

2. Allow participants some time to share with their table partners. 
 
Questioning Leadership Stance (Slide 5) 

1. Inform participants that leadership is always situated in a structural context. 
Review the leadership structures on slide 5. 

2. Ask the following: 
a. In your scene, what structure do you see? 



 
 

45 
 

Le
ss

on
 

(3
0 

m
in

ut
es

) 
 

Leadership Theory (Slide 6) 
1. Inform participants that three leadership theories will be reviewed: 1) trait 

theory, 2) transformational theory, and 3) servant leadership. This review will 
frame our later discussions regarding motivation and the Ontario Leadership 
Framework. 

 
Trait Leadership (Slide 7) 

1. Review the quote by Carlyle “History is but the biography of great men.” 
2. Explain how this thinking influenced early leadership theory, attributing 

effective leadership to innate traits. Ask the following question: Do we see 
any elements of trait theory in our current world? 
 

Transformational Leadership (Slide 8-9) 
1. Review the historical roots of transformational leadership, and its military 

roots (see Slide 8). 
2. Highlight the four practices of transformational leaders. Summarize the 

components by highlighting: inspire, motivate, stimulate, and consider. (Slide 
9). 
 

Servant Leadership (Slide 10-11) 
1. Introduce the concept of servant leadership. Read the quote by Greenleaf and 

highlight the leadership structure that exists under a servant leadership model 
(Slide 10). 

2. Highlight the behaviours of a servant leader, and how they aim to support 
followers: personally, socially, and professionally (Slide 11). 

 
Compare Three Leadership Models (Slide 12-13) 

1. Review the three leadership models and highlight the common components – 
leader behavior is directed towards a goal. 
 

 

2. Using Slide 13, raise the following question: 
a. Are transformational leadership and servant leadership two different 

paths to the same result? 
 

3. To apply this leadership comparison to a school leadership context, use a 
think-pair-share strategy with table partners to answer the two questions on 
Slide 13: 
            What would a transformational leader be interested in? 
            What would a servant leader be interested in? 
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Leadership Stance Discussion (Slide 15) 
1. Review the ideas that have been explored so far: leader-follower context, trait 

leadership, transformational leadership, servant leadership, leadership 
structures. 

2. Have participants review the contents of slide 15 and think about the 
following question: 

a. As a principal, what is the best leadership stance? 
b. Allow participants time to process and ask for volunteers to share 

their thinking. 
c. While providing feedback, ensure to highlight the components of 

motivational and leadership theory discussed in the workshop. 
 
Break (Slide 16) 
 Read the instructions on slide 16 as participants enter their break. 

 

Lesson 2: Motivational Theory 

 The object of this lesson is to introduce school administrators to motivational theory. This 

portion of the workshop begins by having participants consider the different elements that 

motivate people to achieve a desired goal. Two prominent motivational theories are explored that 

are relevant to the leader-follower context: 1) social cognitive theory, and 2) attribution theory. 

Lastly, participants examine the Terry Fox story to deconstruct the different social and cognitive 

elements that motivate people. This portion of the workshop is to prepare participants for the 

culminating activity in lesson 3. 

Table 3.  
Lesson Plan for the Motivational Theory Lesson 
 

LESSON PLAN 
 Title: Leadership, motivation, and the Ontario Leadership Framework 

Part 2 of 3: Motivational Theory 
 
Learning Outcomes Materials 
• Participants will explore their 

definition of motivation 
• Participants will become familiar 

with two motivation theories: 1) 
social cognitive theory and 2) 
attribution theory  

• 1 package of 1-inch sticky notes per 5 
participants 

• 1 Ziploc bag per participant each 
containing: 
   - 5 Lego people 
   - 1 Lego board 
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• Participants will apply their 
understanding of motivational 
theory to deconstruct the elements 
presented in a case study regarding 
Terry Fox 
 

   - miscellaneous Lego pieces 
   - 10 toothpicks per participant 

• One roll of electrical tape with 8 
pieces of 3ft string attached 

• One Lego man holding a golf tee per 
group, randomly placed throughout 
the room 

• One plastic golf ball per roll of 
electrical tape 

• One Motivational Elements 
Worksheet per table 

• Workshop PowerPoint 
• Computer and Projector 
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Introduction (Slide 17) 
1. Inform participants that the workshop will be exploring the definition of 

motivation and how it applies to the context of school administration. 
2. Question: Does anyone have any concerns moving forward? 
3. Review the definition of leadership and emphasize the “influences” 

component. Have participants consider how leaders influence followers. 
 
Motivation and Leadership (Slide 18: 5 minutes) 

1. Using their leadership scene created in workshop 1, have participants 
consider what is the motivation for each Lego person in the context. Using 
the sticky notes and toothpicks provided, have participants create 
motivational tags that represent the motivation for each Lego person. This 
activity is to have participants realize that motivational drives may depend on 
both the person and context. 

2. Have participants share their learning with their table partners. Circulate and 
check for understanding. 

3. Present the following questions: 
a. Were the motivations of leaders and followers similar/different? 
b. Were your findings similar/different to the members of your group? 
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Motivation Theory (Slide 19) 
1. Inform participants that two leadership theories will be reviewed: social 

cognitive theory, and attribution theory. This review will frame our later 
discussions regarding leadership, motivation, and the Ontario Leadership 
Framework. 

2. Albert Bandura theorized that motivation is a collection of social and 
cognitive mechanisms. 

3. Review the social and cognitive components listed on Slide 19. 
 
Social Component of Motivation Theory (Slide 19)  

1. Inform participants that we are going to explore the social component of 
motivational theory. 

2. Explain the task instructions listed on Slide 19. 
3. Arrange participants in groups of 8 (preferably by table), complete the task. 
4. Reconvene participants to their table, and discuss the following questions: 

a. What behavior was successful? What was unsuccessful? 
b. How did you feel working in a group? 
c. Did you feel connected? Was the connection positive? 
d. Did you feel a sense of ownership? 

 
Cognitive Component of Motivational Theory (Slide 21-22) 

1. Discuss the cognitive mechanisms of attribution theory. People are motivated 
when they attribute success to personal factors opposed to situational factors, 
especially when they value the outcome of the activity (Slide 20). 

2. Discuss the cognitive mechanisms of self-regulation theory. People are 
motivated when they can self-select their goals and action steps. These 
motivational drives are further supported when feedback is timely and 
positive. 
 

Terry Fox Case Study (Slide 23-24) 
1. Introduce the motivational elements worksheet, and how it will be used to 

examine a case study about Terry Fox. 
2. Inform participants that we will be watching a short video regarding Terry 

Fox, and they will be asked to deconstruct the motivation elements at play 
during the story of a great Canadian hero. 

3. Start the 4-min video regarding Terry Fox. 
(https://www.youtube.com/watch?v=f1QOtPDAAeY) 

4. Upon finishing the movie, have participants collaboratively use the 
motivational elements worksheet to connect the motivational mechanisms 
within the story. Complete the worksheet, offering brief descriptions of each 
motivational element. 

5. Allow participants time share with their table partners. 
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Motivation Discussion (Slide 25) 
1. Beginning with the social component, have participants highlight examples 

where Terry Fox met each of the motivational indicators. For example: 
Social approval: Terry received donations throughout his daily 
marathon. 

            Maintained group connection: Terry worked as part of a team, as well   
            as supported by the entire country. 

2. Proceed through the motivation sheet until each component has been 
completed. 

Break (Slide 26) 
 

Lesson 3: The Ontario Leadership Framework 

 The objective of this lesson is to have participants draw on their learning of the first two 

lessons to create a leadership plan that aims to meet one of the competencies listed in the Ontario 

Leadership Framework (OLF). The lesson begins by exploring the OLF’s definition of 

leadership and how it encompasses elements of leadership and motivation. Participants are then 

introduced to a leadership planning sheet that summarizes the ideas presented in the first two 

lessons. After modelling how the leadership planning sheet can be applied to the leadership 

competencies of the OLF, participants will collaboratively develop a leadership plan for one of 

the behaviours listed in the OLF. The aim is to better prepare administrators to create motivating 

environments for their staff members. 

Table 4.  
Lesson Plan for the Ontario Leadership Framework Lesson 
 

LESSON PLAN 
 Title: Leadership, Motivation, and the Ontario Leadership Framework 

Part 3 of 3: The Ontario Leadership Framework (OLF) 
 
Learning Outcomes Materials 
• Participants will explore the definition of 

leadership outlined in the OLF 
• Participants will become familiar with 

the five components of school-level 
leadership outlined in the OLF 

• Leadership Planning Sheet 
• Workshop PowerPoint 
• Computer and Projector 
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• Participants will become familiar with 
the personal leadership resources 
outlined in the OLF 

• Participants will apply their 
understanding of leadership and 
motivational theory to support one of the 
components of effective leadership 
outlined in the OLF 
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Introduction (Slide 26) 
1. Inform participants that the workshop will draw on their knowledge of 

leadership and motivational theory to support the practices outlined in the 
OLF.  

2. Question: Does anyone have any concerns moving forward? 
 
Defining Leadership (Slide 27) 
Review the definition of leadership outlined in the OLF. Highlight how within the 
definition, there are many elements present: leadership, followership, motivation, 
goal setting, context, and stakeholders.  

3. Question participants: Is this a reasonable definition? 
4. Ask for volunteers to share their opinions. 
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School-Level Leadership (Slide 28) 
1. Introduce the slide on school-level leadership. Inform participants that these 

are the practices of effective leaders. 
2. Bring participants attention to the personal resources section on the bottom 

portion of the page.  
 
Identifying the Leadership Gap (Slide 29 - 30) 

1. Inform participants that as school leaders, they are to draw on their personal 
resources to enact effective leadership practices.  

2. Review this relationship by highlighting the “what” and the “how” of the 
OLF (Slide 30). 

3. Allow participants time to process the following question: 
 
As a school leader, how do you draw on your personal resources to meet the 
indicators of effective leadership? 

 
Introducing the Culminating Activity (Slide 31) 

1. Introduce the leadership planning sheet to the participants and the 
culminating task (Slide 31). 

2. Explain how the ideas that have been explored in the leadership and 
motivation workshop can support effective leadership practices. 

3. Explain Step 1 of the process – identifying the OLF practice and the context 
(Slide 32). 

4. Explain Step 2 – list the leadership behavior that can be used to support the 
OLF practices (Slide 33). 

5. Explain Step 3- list the motivational elements that can be used to support the 
OLF practices (Slide 34). 

6. Explain Step 4 – list the contextual factors that are available to support the 
OLF practices (Slide 35). 

 
Culminating Activity (Slide 36) 

1. Inform participants that they are going to develop a leadership plan for one of 
the activities listed in the OLF. 

2. Encourage participants to use a leadership practice that is relevant to their 
current practice. 

3. Inform participants that each table will be asked to have one person share 
their leadership plan with the whole-group. 

4. Allow participants time to complete the culminating activity (60 minutes). 
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 Discussion (Slide 37) 
 

1. Review the expectations of the culminating activity:  
Using the ideas we explored in regards to leadership and motivation, 
develop a leadership plan for one of the behaviours listed in the OLF. 

2. Have each table choose a representative that is willing to share their 
leadership plan with the whole group. 

3. Allow the representative from each table to share their leadership plan. 
 
Wrap Up (Slide 37)  

1. Allow time to answer any questions participants may have regarding any 
of the workshops. 

 

Summary 

 The unit plan was developed to provide an overall summary of how administrators can be 

supported in becoming effective leaders. The underlying objective was to provide a resource for 

principles for meeting the competencies of effective leadership outlined in the Ontario 

Leadership Framework. The purpose of the three-part workshop was to provided administrators 

with a more comprehensive understanding of leadership and motivational theory, with the 

overall goal of providing support for effective leadership practices. Each of the three lessons 

attempted to draw on participant knowledge of leadership, while providing opportunities to 

refine their understanding of leadership and motivational theory to better close the gap between 

theory and practice.  
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Chapter 5: Reflections and Implications for Practice 

This chapter outlines the implications of the leadership workshop implementation, as well 

as my reflections on graduate work. 

Benefits of Implementation 

 The benefit of implementing the leadership workshop is that principals are supported in 

their goal of being effective leaders. By providing a problem-solving pathway for meeting the 

leadership competencies outlines in the Ontario Leadership Framework, the workshop attempted 

to address the gap between theory and practice. However, there are several secondary benefits 

from the gap-closing activity outlined in each of the leadership lessons. First, the opportunity 

allows practicing principals to receive theory-based professional development. This is an area of 

concern for administrators as reference to both leadership and motivation theory is lacking in the 

curriculum of Principal Qualification Program (PQP) courses. Providing an opportunity for 

participants to reflect on their leadership stance with reference to evidence-based theories is 

beneficial for capacity building beyond the context of the present workshop. Lastly, an additional 

benefit of the workshop implementation is the use of collaborative opportunities throughout the 

workshop that provides participants with opportunities to network and share their professional 

knowledge and experience. This opportunity is valuable for both new and experienced 

administrators who are often tasked with solving complex administrative problems in isolation, 

or with little professional support. 

Challenges of Implementation 

Several challenges to the workshop implementation exist. First, the workshop is designed 

to service administrators at any level, despite their level of experience. Although this may be 

considered a benefit during collaborative opportunities, the timing of certain activities may need 
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to be adjusted accordingly to accommodate for participants' knowledge and experience. For 

example, additional time may need to be added to complete the culminating activity in the third 

lesson. Creating a comprehensive leadership plan may require more than 60 minutes to complete, 

especially if critical conversations are part of the collaborative discussion. A second challenge to 

the workshop implementation is the timing of the workshop. If the workshop is delivered during 

the school year, principals are often in constant communication with the staff who are currently 

managing their assigned school. For this reason, it is recommended that the workshop be 

scheduled outside the school calendar to ensure that participants have an opportunity to fully 

engage in the learning provided for them. 

Reflections on Graduate Work 

I started working part-time on my Masters of Education in July of 2009. At that time, I 

was married with no children, and working as a special education teacher two hours away from 

the Queen's University campus. When my wife and I had our first child, the challenge of 

balancing graduate work with family life increased significantly and I decided to take a leave 

from my studies. At that point, I had amassed four credits and I vowed to return to graduate 

studies when my family was in a better place to support my studies. I was re-accepted to the 

graduate programs four years later with a clear path of how to complete my program 

requirements. Over the past two years, I have been able to complete a total of four graduate 

courses, in addition to my Masters project. Coupled with a family of three children, and starting 

a new job as a vice-principal, the past two years has been difficult both professionally and 

personally. However, that being said, I consider graduate work to be the best professional 

development, as it develops a critical perspective that no other course format offers. I use my 
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learning everyday in my job as a vice principal and hope to continue my professional 

development with the same critical lens offered at the graduate level. 

In the summer of 2017, my master's project took a turn when my advisor, and mentor, 

John Freeman passed away. The news was both personally and professionally shocking. John 

was such a positive light for my project and taught me about motivation from a perspective of 

someone who lived with such energy and humour. When the summer was finished, I was 

fortunate to renew my project with the support of Benjamin Kutsyuruba, my new advisor who 

shares a parallel interest in educational leadership. The dual components of motivation and 

leadership in my project are largely a product of the circumstances that occurred during my 

project development. Despite the challenges, I believe my project is more robust and meaningful 

being advised by two such supportive individuals. Coupled with the support from my family, my 

project holds meaning that goes far beyond the context of the Ontario Leadership Framework. 

Some of my greatest motivation and leadership lessons have come from the wonderful people 

that I have been connected with throughout the process of my graduate studies. The non-linear 

path of my graduate work is really also a personal lesson for my own leadership journey in terms 

of how one can maintain motivation in the face of new and unforeseen challenges. 
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Appendix 3 

Workshop Presentation 

 

 

LEADERSHIP, MOTIVATION, AND THE 
ONTARIO LEADERSHIP FRAMEWORK

A Three-Part Workshop

By Eric Barker

1

Workshop Contents
Components Time

Leadership Theory 60 minutes

Motivational Theory 60 minutes

The Ontario Leadership
Framework

90 minutes

2
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PART 1: Defining Leadership
For this activity, we will be examining the concept of leadership. 

!"#$%&

THINK
What is leadership?

!"#$%'

CREATE
Using the items in your
ziplock bag, create a scene
from your experience that
would support your
definition of leadership.

!"#$%(

MATERIALS
One ziplock bag per
participant

3

QUESTIONING LEADERSHIP 

Using your scene, consider the following questions:

1. WHO IS THE LEADER?

2. WHO ARE THE FOLLOWERS?

3. WHAT IS THE CONTEXT?

!"#$%&'''(#)"*+(&,-*(./+"#(0.$)(&,-*($"1%+(2"*$3+*#'
4
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CONCEPTS OF LEADERSHIP

= leader !"#$%%$&'( !")$*+',+

4. What structure of leadership do you see?

5

WHERE DID OUR CURRENT
IDEAS OF LEADERSHIP COME FROM?

6
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1. GREAT MAN THEORY

!"#$"%&!'()$'*$!"#$
+'(,-$%&

./!$!"#$.%'0(12")$'*$
0(#1!$3#4

!"#$%&'()&*+,+-.(/01/

Great leaders are born, not made. The great man theory 
argues that great leaders are defined by intrinsic traits:
1) Intelligence
2) Sociability
3) Confidence
4) Charisma 

7

2. TRANSFORMATIONAL LEADERSHIP

After World War II, there was a significant supply of  soldiers who were 
choosing the military for life-long careers or an avenue to additional 
careers. The result in a post-war era was a greater demand on meeting the 
needs of the followership, as well as an understanding of how to create 
effective leaders within this context.

fter World War II, there was a significant supply of  soldiers who were 
or an avenue to additional 

war era was a greater demand on meeting the 
needs of the followership, as well as an understanding of how to create 

8
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THE FOUR Is Details

!"#$%!&#"'!()%*#(+#
Are role models by demonstrating  high 
standard and sound judgement.

!(,-!.$/!0($%'10/!2$/!0( Elevates the organization by challenging 
followers in meaningful ways.

!(/#%%#+/*$%
,/!1*%$/!0(

By creating a culture of critical thinking, 
followers are supported to be more 
creative and innovate in their practice.

!("!2!"*$%!&#"'
+0(,!"#.$/!0(

Establish healthy personal 
relationships, allowing them to listen to 
the needs of the followership.

TRANSFORMATIONAL LEADERSHIP
Transformational leaders use modeling, meaning making, 
questioning and personal connection to enhance 
organizational effectiveness. 

9

3. SERVANT LEADERSHIP

!"#$%&'()"%*"#+,-.(/"0-&+(1-',(',"(&%'2#%)(3"")-&0(',%'(4&"(
1%&'+('4(+"#$"5('4(+"#$"(3-#+'6(7,"&(84&+8-42+(8,4-8"(/#-&0+(
4&"('4(%+.-#"('4()"%*6(6(6(6(7,"(*-33"#"&8"(9%&-3"+'+(-'+")3(-&(
',"(8%#"('%:"&(/;(',"(+"#$%&'<3-#+'('4(9%:"(+2#"(',%'(4',"#(
."4.)"=+(,-0,"+'(.#-4#-';(&""*+(%#"(/"-&0(+"#$"*6(
>?#""&)"%35(@AA@5(.6BBC

10



!
!

"X!
 

 

 

 

 

 

3. SERVANT LEADERSHIP

!"##$%&'()
!"%%*+'*,

-#"'&"%.//()
0*./

1"//"2*3)
!*%'*3*,

-'4&+./

-#5"2*3

Servant leaders support followers 
in four different ways.

11

LEADERS IN HISTORY

12
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2 different paths, same result

Models, Challenges,
Questions, Listens

Empowers, Heals, 
Supports, Listens

13

What would a servant leader
be interested in?

Leadership Thought Activity
Consider a discussion between principal and a teacher within
a school context.

What would a transformational 
leader be interested in?
What would a 
leader 

servant leader

Leadership Thought Activity

14
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AS PRINCIPALS, WHAT IS THE BEST 
LEADERSHIP STANCE?

!"#$%&'()*

!"#$%&'()+

Mission 
Statement

Transformational
Leader 

Serve 
Others

Servant
Leader 
Servant

GOAL

GOAL 15

Before you go for your break, take a minute  and consider what 
leadership elements your lego scene contains.....transformational, servant, 
or great man.

16
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PART 2: LEADERSHIP & MOTIVATION

Leadership is a process by whereby an 
individual influences a group of 
individuals to achieve a common goal.

Northouse, 2016

17

DEFINING  MOTIVATION
For this activity, we will be examining the concept of motivation. 

!"#$%&

THINK
What is Motivation?

!"#$%'
CREATE

Write on a sticky note what
motivates each character
in that context. Attach it to
the hand of the appropriate
character.

!"#$%(

MATERIALS
Put one toothpick in 
the right or left hand of 
each lego person.

DEFINING  MOTIVATION
For this activity, we will be examining the concept of motivation. 

!"#$%(

For this activity, we will be examining the concept of motivation. 

the right or left hand of 
each 

18
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!Our Belief System
!Goal Setting Behaviour
!Feedback

!Gain social approval
!Refrain from social disapproval
!Maintain connection to group

SOCIAL COGNITIVE THEORY

Motivation is a collection of 
social and cognitive mechanisms

Albert Bandura

19

Task Instructions:
1. Have each team member grab a piece of the 3ft 

string that is attached to the electrical tape. At 
least eight team members must be holding a string 
at any point of the process.

2. To start the task, place the ball on the roll of 
electrical tape, and have your team safely navigate 
through the room. 

3. Without dropping the ball, place the ball on the golf 
tee that is being held by your assigned Lego man.

EXPLORING THE SOCIAL DOMAIN

!Gain social approval
!Refrain from social disapproval
!Maintain connection to group

20
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HOW WE ATTACH MEANING TO BEHAVIOUR

!""#$%&"$'()"*+'#,

!"#$%&'()#"'$%&$)

*+,-./.0123,4)5637.8
$9:;':9%&'(

*3<123,4)3622,30/62.8

=9>=)?'(;"(%@)?'(;" VALUE OF OUTCOME

SUCCESS IS DUE TO…

COGNITIVE FORCES

21

!"#$%&"'(#)*+,-

SELF-REGULATION THEORY

!"#$%!"#"&'"()*+,#!"-'"./,##0)123+!"(

!"#$4!"#"&'"()!'"3!3."!&.15"( ACTION STEPS

GOAL SETTING

FEEDBACK

22
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THE TERRY FOX STORY

DIMENSIONS MOTIVATIONAL ELEMENTS

Social ! Social Approval

! Maintain Group Connection

Cognitive ! Growth Mindset

! Value Outcome

! Self Selected Goals

! Self Selected Action Steps

! Positive Feedback

!"#$%&'(')*+,-'.#/&'0-1'%2-'03'0-,4'25'-*'.&'('-60+/'('7#+'8*'0-9:
23

ELEMENTS

Social ! Social Approval

! Group Connection

Cognitive ! Growth Mindset

! Value Outcome

! Self Selected Goals

! Self Selected Action Steps

! Positive Feedback

!"#$%&'(')*+,-'.#/&'0-1'%2-'03'0-,4'25'-*'.&'('-60+/'('7#+'8*'0-9:

THE TERRY FOX STORY

https://www.youtube.com/watch?v=f1QOtPDAAeY

24
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PART 3: THE ONTARIO LEADERSHIP 
FRAMEWORK (OLF)

!"#$#%&'%(%)&$#*+%(,)%-./#$012%2&,3 %4#+/##,%
#00#*+&5#%2#()#$'"&- (,)%&6-$.5#)%'+1)#,+%
(*"&#5#6#,+%(,)%/#2274#&,8
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Leadership is the exercise of influence on 
organizational members and diverse stakeholders 
toward the identification and achievement of the 
organization’s vision and goals.

THE OLF’S DEFINITION OF LEADERSHIP

Leadership is the exercise of influence on 
organizational members and diverse stakeholders organizational members and diverse stakeholders organizational members and diverse stakeholders organizational members and diverse stakeholders 

= leader !"#$%%$&'( !")$*+',+ !"-$.%

Leadership is the exercise of influence on 

organization’s vision and goals.

27
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@(&%$#$-" !(7$)* 6+?70(*(&$7)*
!Problem Solving
!Knowledge

!System Thinking

!Perceiving Emotions
!Managing Emotions
!Acting Appropriately

!Optimism
!Self-Efficacy
!Resilience
!Pro Activity

Leaders draw upon the personal leadership resources to 
effectively enact leadership practices

@(&%$#$-"

!"#$$%
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!Problem Solving
!Knowledge

!System Thinking

!Perceiving Emotions
!Managing Emotions
!Acting Appropriately

!Optimism
!Self-Efficacy
!Resilience
!Pro Activity

Leaders draw upon the personal leadership resources to 
effectively enact leadership practices

The
gap
between
what 
leaders do and
how
they do it is 
incredibly large

30
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Using the ideas we explored regarding leadership and motivation, 
develop a leadership plan for one of the behaviour listed in the OLF.

CULMINATING ACTIVITY

31

Using the ideas we explored regarding leadership and motivation, 
develop a leadership plan for one of the behaviour listed in the OLF.

CULMINATING ACTIVITY
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CULMINATING ACTIVITY
Identify one of the indicators of effective   
leadership, as well as the context.
Identify one of the 
leadership, as well as the 

32

List the leadership behaviours that support the goal

CULMINATING ACTIVITY

List the leadership behaviours that support the goal

33
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CULMINATING ACTIVITY

List the leadership behaviours that support the goalList the leadership behaviours that support the goal

34

CULMINATING ACTIVITY

List the contextual factors that support the goal

35
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Using the ideas we explored regarding leadership and motivation, 
develop a leadership plan for one of the behaviour listed in the OLF.

CULMINATING ACTIVITY

36

CONCLUSION
! LETS SHARE OUR RESULTS AS A GROUP.

37
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