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Abstract

This pioneering study examines the meaning of academic leadership in terms of the changing of the guard in
academia. Research findings on seniority and experience and their association with leadership show that these
have a considerable impact on management skills and on the ability of those with experience and seniority to
influence the young leadership. This is particularly essential in academia where research is the most meaningful
and effective value that serves as a measure of faculty members. Management skills are not perceived as a coherent
part of faculty members’ work.

Structural Equation Modeling confirmed the developed model. Findings show that indeed, from the perspective of
faculty at the academic institution, senior experienced faculty members undoubtedly contribute to the academic
institution first of all in research, but also otherwise. Senior and experienced faculty members contribute by
encouraging, directing, and guiding young faculty members on how to contribute to the institution, particularly
through the activity which is expected of them as academic faculty —i.e., research. This urging and direction is one
of the most well-known qualities in the context of academic leadership — the ability to help people develop,
advance, and to outline a high-quality academic research tradition. The meaning of the findings is that senior
faculty has a contribution beyond their direct output in the form of scientific publications, as a research engine and
spotlight for the young faculty. Notably, no difference was found in faculty’s perception of this contribution of
senior faculty members by gender or age.
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1. Introduction

The transformational leader (TL) was defined as one who serves as a role model for followers, demonstrates an
ability to motivate, inspire, and stimulate followers to be creative and innovative (Eckhaus, 2016). This leadership
style has been described as a preferred leadership style (ibid.). TL may be formed in different organizations,
including academia. Leadership is a key issue for universities and is increasingly regarded as beneficial to
improved performance across all activities, including research (Ball, 2007). While research is one of the most
dominant roles in academia, how to handle challenges in the academic system is also part of the process of
advancing and even surviving in the system. A leader who can help push new faculty in the right direction may
ease their assimilation in the system and help them understand how to better reach achievements.

1.1 " Leading in Academia” —Vanguard of Academic Leadership

In 2019 the Council for Higher Education (CHE), together with the Edmond de Rothschild Foundation, developed
the “Leading in academia” program that set itself a goal of being a vanguard of academic leadership (CHE
website).

The “Leading in academia” program is intended for outstanding senior academics and administrators and aimed at
providing them with the necessary tools and skills for becoming integrated in senior leadership posts in academia,
such as presidents and vice presidents, rectors, and CEOs. The reasons that led to development of the program:

*  The growth rate of Israel’s academic institutions, side by side with the technological challenges involved in
teaching and research, require future academic managers to cope with changing academic worlds.
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* At present, the institutions are managed by senior academics whose main occupation and training is in
research and teaching and not necessarily academic management and leadership.

Prof. Yaffa Zilbershats, Chair of the Planning and Budgeting Committee (PBC), says that academic excellence also
means managerial excellence. The new program will locate outstanding researchers and administrators in the
medium ranks, impart management tools, and create a vanguard that will generate change and lead the system of
higher education to new heights in the fields of research, management, and student advancement.

The vision of the program (as written in the CHE decision) relates to building a prospective impact group of
“change agents” from all academic institutions in Israel that will act to promote an outstanding, learning, and
innovative system that anticipates the future in order to promote research, the students, and the rules of the
industry”. “Leading in academia” is a joint program of the Council for Higher Education, the Edmond de
Rothschild Foundation, and the Partnerships organization.

1.2 On the Uniqueness of the Academic Leadership

Israel’s institutions of higher education are managed by senior academics whose main occupation and training is in
the field of research and teaching and not necessarily in the field of academic management and leadership.
Nevertheless, by virtue of their jobs, academic managers are required to provide a daily response to a range of
significant strategic topics and issues such as setting goals, priorities, planning, managing people, regulation, and
more.

Moreover, the growth rate of academic institutions in Israel, side by side with additional challenges such as
openness to the international sphere, increasing interdisciplinary interfaces in teaching and research within and
outside the institutions, the dominance of the hi-tech industry, and expected sociodemographic changes, are
presenting Israel’s system of higher education with an accelerated process of change. Coping with the changing
reality requires the next generation of academic managers to acquire a toolbox adapted to the changing academic
worlds. Leaders of the program in the CHE and at the Edmond de Rothschild Foundation believe that the new
training will enable the vanguard to see the full picture and to learn from that achieved in top institutions around
the world.

1.3 Academic Leadership in Research and Teaching

“Aleader is created but must also be born”, said Rudolph Guiliani, former Mayor of New York, and this is also the
motto of Erez Levy, manager of the supply chain in the solar division of Applied Materials and chairman of Israel’s
Council of Supply Chain Management. In his lectures to students, he devotes an entire session to the topic of
leadership and its various features. “Leadership can be learned, taught, developed, and improved” (Levy, 2020).

Is this relevant for academic management? Can faculty members, of whom the expected activity is research and
the products required and for which they are judged are research products, contribute to promotion of academic
leadership as well, and if so — how?

There are many studies on leadership. Some relate to leadership as an acquired skill, namely, leadership is not
perceived as a congenital trait (such that “either you are born with it or not...”). Leadership can be learned, taught,
developed, and improved. Leadership develops throughout one’s life and is learned in several ways:

The first is by observing other leaders and imitating behaviors: The figure of the leader can be that of a dominant
colleague or manager in one’s workplace.

The second is through life experience: Events in our life “compel” us to express, and even develop, our leadership
capabilities.

In the current study we have chosen to focus on recent and relevant research on recognizing the benefits of prior
management training and experience, as well as seniority, following transition to a second career in the education
and teaching professions.

Shperling (2015) is similar in its characteristics to those of the academic system that deals with research and
teaching—where teaching means imparting research skills. The review discusses the issue of the potential
contribution of prior management experience and training in various organizations to management skills in the
educational system. The review covers similar and unsimilar management skills characteristic of managers in
different organizations such as the military and hi-tech firms, as well as management skills necessary for working
in education and teaching.

The review indicates that, as a rule, prior training and experience in management in organizations that have a
different organizational and managerial culture than that of the educational system can have a positive impact,
from many aspects, on the management of the educational system, for instance in management skills of
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self-criticism, creativity, self-efficacy, coping with uncertainty, coping with discipline, and lack of motivation by
students, promoting values, striving for excellence, creating leadership, and experiential and meaningful learning.
These multiple aspects might further establish the call to recognize the value and benefit of training and of prior
management experience for skills required for management of the educational system.

The purpose of this review is to examine the recognition of prior managerial experience and seniority of those who
served in the army for many years and of those who worked in hi-tech firms for a lengthy period and then
transferred to the field of education and teaching (Shperling, 2015). The review indicates the uniqueness of
academic leadership.

1.4 The Contribution of Experience and Training to Management of Teaching

Studies indicate that teachers with effective classroom management have a greater influence on the study progress
of their students than ineffective teachers. Effective management may be attributed to prior experience and
management training. Prior experience and training can affect various aspects of education (Marzano, Marzano, &
Pickering, 2003). For example:

1)  Self-inquiry, self-criticism, and learning from mistakes — Prior experience in a system that has a culture of
self-inquiry, self-criticism, and learning from mistakes, such as an in the army, can also help the
self-evaluation process of teachers and its internalization as a routine daily process. Moreover, proper
treatment of mistakes and mutual learning from them leads to improvement of the organization’s outcomes
and has economic results as well (Linder-Ganz & Shtrakman, 2016). An example of this is evident in the
words of Major General (res.) Eyal Hofman, principal of the Beit Ekstein Tom high school in Givataim, in a
study that examined the role of military debriefing in the management style of formerly military principals.
He said that creativity, thinking outside the box, and directing each student to the best course, is only part of
what the educational system should emphasize. Even more important, and severely lacking in the system, is
self-criticism. In the Air Force this is a component that is a daily milestone in the life of every pilot
(Yaakov-Yitzhaki, 2017).

Use of the debriefing practice, for instance, was found to not only serve organizational learning but rather also to
constitute a tool for improving the status of teaching staff — principals — who seek to introduce a new management
option.

This skill of self-inquiry, self-criticism, and learning from mistakes is a foundation stone of academic research and
academic leadership.

2)  Creativity and thinking outside the box — Management experience in a large organization or hi-tech firm is
often an opportunity for thinking outside the box and raises the need to provide creative solutions for various
problems that arise in one’s work (Yaakov-Yitzhaki, 2017). Creativity and thinking outside the box generate a
study challenge and interest and can influence the quality of the teaching process as well as the students.

This skill of creativity and thinking outside the box is the motivation for academic research, and academic
leadership is capable of enhancing and supporting this fundamental element.

3) Self-efficacy — Reexperiencing successes and fulfilling various tasks in one’s previous career before the
teaching profession enhances teachers’ perceptions of their ability to cope with challenges in teaching, i.e.,
perceptions concerning their self-efficacy. High self-efficacy generates a higher sense of gratification and
contributes to best advancement of processes (Troesch & Bauer, 2017).

This skill of self-efficacy is essential in academia (Davidovitch, 2004) and academic leadership is capable of
helping students with this fundamental element.

4) Coping with a changing reality and uncertainty — Management skills in the army are a complex capability.
They are implemented in a changing and dynamic context, one that is unexpected and uncertain. At times
they are combative and at others peace-seeking and involve enlisting diplomatic strategies. In this respect
they analyze the motivations and intentions of different actors and build suitable relationships for many
features of the educational system and for working with children and teens, which is characterized by
complexity and uncertainty (Weinberger, 2016).

Coping with a changing reality and with uncertainty is the grounds on which academic research operates, and
academic leadership is capable of boosting and supporting students operating in this sphere, where every research
path taken means challenging activity in practice, characterized by uncertainty.

5) Coping with student discipline when learning — Prior management experience in a setting characterized by
strict discipline, for instance in the army, might contribute to classroom management skills. Nevertheless, it is
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notable that this is not an unequivocal finding. Interviews with managers who served in the army for many
years showed that this experience does not necessarily contribute to better coping with student discipline,
compared to the unexperienced (ibid.).

Coping with student discipline in academic learning is the essence of academic discipline.

6) Emphasis on values — In academia we deal with values of protecting intellectual property, integrity, trust.
Academic leadership is capable of enhancing these foundations in a world of information overload.

7)  Striving for excellence — Managers who come to the educational system from large organizations and from
hi-tech firms bring with them an outlook that strives for excellence and that does not make do with
mediocrity. This outlook also involves high self-demands and setting a high standard for the team (ibid.). This
outlook is desirable for classroom management in particular and for school management in general,
particularly in an era of measurement and accountability within this system.

In academia, excellence and striving for excellence are an important value. Academic leadership is capable of
enhancing these fundamental elements, while strictly maintaining academic values.

8) Experiential learning and meaningful learning — The personal experience of those who worked in other
systems and organizations before joining the educational system facilitates exposure to many personal stories
and a daring capacity. These contribute to learning experiences and free more resources for meaningful
learning. Examples of such learning experiences: learning statistics by shooting hoops and analyzing misses
and trials; designing dresses with an emphasis on parabolas; learning trigonometry on the roof of the Azrieli
Towers (ibid.). Personal stories and experiential learning facilitate greater motivation in teaching and thus
advance class goals in particular and school goals in general. This capability is a foundation stone of
management.

Hence, despite the special characteristics of management skills in the educational system, prior experience and
training in management in organizations and firms with a different culture has a positive influence on the
educational system from many aspects. These positive impacts might further establish the call to recognize the
value and benefit of prior management experience and training for the management skills of teachers and school
principals. The following section seeks to complement this finding by means of research literature that examines
the perceptions of principals in the educational system who had prior jobs in different organizations (mainly in the
army) as well as the effectiveness of their management.

In academia, academic leadership is capable of influencing and outlining a path for experiential and meaningful
learning.

In summary, this review supports the idea of developing and promoting academic leadership of those with prior
experience and seniority in academia. The findings of the research review indicate that recognizing the importing
of prior management experience, management tools, and training, for the management skills necessary in the
educational system, but this recognition and its desirable scope must be examined side by side with the complexity
characteristic of those who choose teaching as a second career and are required to deal with other circumstances
that do not enable specific implementation of these tools.

Research hypotheses
HI. Expressions regarding older faculty’s contributions positively affect expressions regarding younger faculty.
H2. Expressions regarding older faculty’s contributions positively affect expressions regarding research.

H3. Expressions regarding older faculty’s contributions positively affect expressions regarding the academic
system.

H4. Expressions regarding younger faculty positively affect expressions regarding the academic system.
HS5. Expressions regarding younger faculty positively affect expressions regarding research.

2. Method

2.1 Initial Sample

Respondents were asked to freely express their opinion on the retirement age in five different questions, which
include the advantages and disadvantages of retirement age restriction, the advantages older faculty, the desire to
continue working after retirement age, what can be done to facilitate this, and personal opinion on the matter.

The questionnaires were in Hebrew and they were distributed online to the senior faculty members of Ariel
University, Israel, using Google Docs. One hundred and seven completed questionnaires were collected. Of all
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respondents, 47.6% were females and 52.4% males. The age range of the respondents was 36-49 (36.6%), 50-60
(32.3%), and 61-84 (31.2%). Respondents were from 17 different departments, ranging from one to 17 respondents
each.

We employed a mixed methods research, which enables the strengths of both qualitative and empirical methods to
complement each other (Davidovitch & Eckhaus, 2019a, 2019b).

2.2 Analysis

Structural Equation Modeling (SEM) was used to test the model’s goodness-of-fit (Eckhaus, 2019; Eckhaus &
Davidovitch, 2019a). Model fit was estimated using TLI, CFI, RMSEA, and CMIN/DF (Cheng, Wong, & Koh,
2016). CMIN/DF ratio should be < 2 (ibid). >0.90 cutoff values indicate acceptable fit for CFI and TLI, values
<.08 for RMSEA (de la Fuente et al., 2018).

2.3 Text Analysis

For text analysis we used TEXTIMUS 1.0, a software designed for text mining and analysis (Eckhaus &
Ben-Hador, 2019). The software includes features for Natural Language Processing (NLP), sentiment analysis,
and latent themes discovery.

First, we generated n-gram frequencies. N-gram is a basic concept in NLP, widely used for language modeling (He,
Huang, Bai, & Bai, 2019). N-gram refers to a contiguous sequence of n words from a given sequence of text
(Davidovitch & Eckhaus, 2018).

Next, we used the Bag-of-Words (BoW) technique (Eckhaus & Davidovitch, 2018a, 2018b). According to BoW, a
set of keywords is explored in all documents, where each keyword is assigned a value, according to whether the
word appears in a document or the number of times it appears. Therefore, we analyzed the frequency of the words
in the set of texts, and compiled into groups the words with the highest frequency employed for the research
variables. We then summed the frequencies of the groups of words to create the variables, as follows. Enable —
words such as “enable”, “allow”. Young — words referring to the young faculty. System - words referring to the
academic system, Research, and Older- referring to older faculty. Next, we generated the interaction variable
EnableOlder, which is the interaction between Enable and Older, that is, the combination of both older faculty and

enabling, implying the advantages of older faculty.

Gender and Age were added as typical controlled variables (Eckhaus & Davidovitch, 2019b, 2019¢) to the variable
EnableOlder. Gender was coded as 1=male, O=female.

3. Results

The correlations, means, and standard deviations between the research variables are presented in Table 1. Since
Gender was binary coded, we present Spearman correlations.

Table 1. Correlation matrix, means, and SD

Age Gender EnableOlder Young Research System

Age -
Gender .06 -
EnableOlder  -.02 -.17 -
Young -.09 -.16 .004 -
Research -15 -.09 22% 29%*
System .01 -23% 20% 20% 24% -
Mean 55.18 52 .18 45 .66 .65
SD 11.56 .50 1.2 .85 .96 1.12

#p<.05, **p<.01.

Figure 1 illustrates the model and standardized coefficients.
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Figure 1. Model and standardized coefficients

The hypothesized model showed a good fit: CMIN/DF = 1.22, p>.05, CFI = 0.97, TLI=0.92, RMSEA = 0.05. All
hypotheses were supported. EnableOlder positively affects Young (H1) (B=.43, p<.001). EnableQOlder positively
affects Research (H2) (B=.21, p<.05). EnableOlder positively affects System (H3) (f=.37, p<.001). Young
positively affects System (H4) ($=.20, p<.05) and Research (H5) (=21, p<.05).

Age and gender had no statistically significant effect on EnableOlder.
4. Discussion and Conclusion

The findings of the current study indicate that as perceived by faculty, older faculty contributes to the
establishment first of all through research but not only. Older faculty also contributes by urging, directing, and
guiding younger faculty on how to contribute to the establishment, particularly through research. Namely, older
faculty has an indirect contribution beyond their direct output through publications, by pushing forward the junior
faculty.

A leader in an organization is a figure who advances the organization not only by means of action-related decisions
and strategic planning but rather also by urging the staff forward and directing it to benefit the organization which
feeling successful, progressing, integrated in the organization, and important to it.

The power of an academic institution is based primarily on its research achievements and its ability to create
breakthroughs in the scientific world. Hence, research leadership is one that supports young faculty members and
directs them to improve their research capabilities. A cyclic process exists, where in time younger faculty become
mature, experienced, and capable, until the time comes to assume the role of directing, guiding, and in fact
becoming part of the research leadership. Nevertheless, the issue of unwilling retirement is questionable, as when
one reaches an expert level of research leadership he or she can clearly fulfill an important role for the
organization. We suggest that alternative options for retirement be explored, options that will concentrate on
guidance jobs, which will enable the research leadership to continue. Namely, people will only retire from roles in
the organization while making room for a new generation, but the latter will be able to continue relying on figures
of authority to guide their way.

The findings of the research raise the need to reassess the retirement age issue, due to the vast research experience
as well as research leadership capabilities that the senior faculty gained. Academic research requires experience,
and it takes years for cultivating the younger faculty members’ research skills, and growing a new generating that
can represent the institution with their research capabilities. Seniority is an essential key to reach these results. The
research domain is about human thinking development, which typically requires time. When results are finally
reached, instead of being retired, the knowledge gained should be further exploited.
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