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THE PACE MODEL 

In the PACE model, the leadership of an institution motivates the Institutional Structure, 

Supervisory Relationships, Teamwork, and Student Focus climate factors toward an outcome of 

student success and institutional effectiveness. The PACE model provides a lens through which 

to consider your institution’s results; however, many intuitions score within a similar range 

making the significance and effect size a better indicator of areas of success or needed 

improvement for you institution. 

Figure 1.  The PACE Model 

        

  

 

 

                  

 

 

 

NILIE has synthesized from the literature four leadership or organizational systems ranging from 

coercive to collaborative. According to Likert (1967), the Collaborative System, which he 

termed System 4, generally produced better results in terms of productivity, job satisfaction, 

communication, and overall organizational climate. The other systems were Consultative 

(System 3), Competitive (System 2) and Coercive (System 1). In agreement with Likert, NILIE 

has concluded that Collaborative (System 4) is the climate to be sought as opposed to existing 

naturally in the environment. Likert discovered that most of the organizations he studied 

functioned at the Competitive or Consultative levels. This has been NILIE's experience as well, 

with most college climates falling into the Consultative system across the four factors of the 

climate instrument. 

Of the more than 120 studies completed by NILIE, few institutions have been found to achieve a 

fully Collaborative (System 4) environment, although scores in some categories may fall in this 

range for some classifications of employees. Thus, if the Collaborative System is the ideal, then 

this environment is the one to be sought through planning, collaboration, and organizational 

development. 

LEADERSHIP RESEARCH 

The term culture refers to a total communication and behavioral pattern within an organization. 

Yukl (2002) defines organizational culture as “the shared values and beliefs of members about 

the activities of the organization and interpersonal relationships” (p. 108). Schein (2004) 
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observes that culture “points us to phenomena that are below the surface, that are powerful in 

their impact but invisible and to a considerable degree unconscious. In that sense culture is to a 

group what personality is to an individual” (p. 8). Culture as a concept, then, is deeply embedded 

in an organization and relatively difficult to change; yet it has real day-to-day consequences in 

the life of the organization. According to Baker and Associates (1992), culture is manifest 

through symbols, rituals, and behavioral norms, and new members of an organization need to be 

socialized in the culture in order for the whole to function effectively.  

Climate refers to the prevailing condition that affects satisfaction (e.g., morale and feelings) and 

productivity (e.g., task completion or goal attainment) at a particular point in time. Essentially 

then, climate is a subset of an organization’s culture, emerging from the assumptions made about 

the underlying value system and finding expression through members’ attitudes and actions 

(Baker & Associates, 1992).  

The way that various individuals behave in an organization influences the climate that exists 

within that organization. If individuals perceive accepted patterns of behavior as motivating and 

rewarding their performance, they tend to see a positive environment. Conversely, if they 

experience patterns of behavior that are self-serving, autocratic, or punishing, then they see a 

negative climate. The importance of these elements as determiners of quality and productivity 

and the degree of satisfaction that employees receive from the performance of their jobs have 

been well documented in the research literature for more than 40 years (Baker & Associates, 

1992).  

NILIE’s present research examines the value of delegating and empowering others within the 

organization through an effective management and leadership process. Yukl (2002) defined 

leadership as “the process of influencing others to understand and agree about what needs to be 

done and how it can be done effectively, and the process of facilitating individual and collective 

efforts to accomplish the shared objectives” (p. 7). The concept of leadership has been studied 

for many years in a variety of work settings, and there is no one theory of management and 

leadership that is universally accepted (Baker & Associates, 1992). However, organizational 

research conducted to date shows a strong relationship between leadership processes and other 

aspects of the organizational culture. Intensive efforts to conceptualize and measure 

organizational climate began in the 1960s with Rensis Likert’s work at the University of 

Michigan. A framework of measuring organizational climate was developed by Likert (1967) 

and has been adapted by others, including McClelland and Atkinson, as reported in Baker and 

Glass (1993).  

The first adaptation of Likert’s climate concepts research to higher education organizations was 

employed at the various campuses of Miami-Dade Community College, Florida, in 1986. A 

modified version of the Likert profile of organizations was used in a case study of Miami-Dade 

Community College and reported by Roueche and Baker (1987).  

Results of the Miami-Dade study indicated that Likert’s four-system theory worked well when 

applied to a higher education setting. It showed promise not only for measuring climate and 

responses to leadership style but also for articulating ways both leadership effectiveness and 

organizational climate could be improved within the institution. Since the Miami-Dade research 

project, more than 120 institutions have participated in climate studies conducted by NILIE at 

North Carolina State University. Various versions of the PACE instrument were field-tested 

through NILIE’s efforts, and several doctoral dissertations.  
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From Likert’s original work and research methods, NILIE identified four leadership models and 

organizational systems ranging from Coercion to Collaboration. The Collaborative System, 

referred to as System 4, is generally seen as the ideal climate to be achieved, since it appears to 

produce better results in terms of productivity, job satisfaction, communication, and overall 

organizational effectiveness (Likert, 1967). The various NILIE research studies have verified 

that the Collaborative System is the climate to be sought. NILIE’s research supports the 

conclusion that most organizations function between the Competitive (System 2) and 

Consultative (System 3) levels across the four climate factors of the instrument (i.e., Institutional 

Structure, Supervisory Relationships, Teamwork, and Student Focus).  

Coercion represents the least desirable climate and constitutes a structured, task-oriented, and 

highly authoritative leadership management style. This leadership style assumes that followers 

are inherently lazy, and to make them productive, the manager must keep after them constantly. 

Interestingly, a few employees in almost all organizations evaluated by NILIE hold this view of 

the organizational climate. However, as a rule, their numbers are too few to have much effect on 

the overall institutional averages. 

In contrast, a Collaborative model is characterized by leadership behaviors that are change-

oriented, where appropriate decisions have been delegated to organizational teams, and leaders 

seek to achieve trust and confidence in the followers. The followers reciprocate with positive 

views of the leaders. This model is based on the assumption that work is a source of satisfaction 

and will be performed voluntarily with self-direction and self-control because people have a 

basic need to achieve and be productive. It also assumes that the nature of work calls for people 

to come together in teams and groups in order to accomplish complex tasks. This leadership 

environment is particularly descriptive of the climate necessary for productivity in a higher 

education environment, especially in the face of present and near future challenges such as new 

technologies, demands for accountability and the desire to accurately measure learning 

outcomes. 

As the perceptions of the staff, faculty, and administrators approach the characteristics of the 

Collaborative environment, better results are achieved in terms of productivity and cost 

management. Employees are absent from work less often and tend to remain employed in the 

organization for a longer period of time. The Collaborative model also produces a better 

organizational climate characterized by excellent communication, higher peer-group loyalty, 

high confidence and trust, and favorable attitudes toward supervisors (Likert, 1967). In addition, 

various researchers (Blanchard, 1985; Stewart, 1982; Yukl, 2002) suggest that adapting 

leadership styles to fit particular situations according to the employees' characteristics and 

developmental stages and other intervening variables may be appropriate for enhancing 

productivity. Table 1 is a model of NILIE’s four-systems framework based on Likert’s original 

work and modified through NILIE’s research conducted between 1992 and the present. 
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Table 1.  NILIE Four Systems Model 

System 1 System 2 System 3 System 4 

Coercive Competitive Consultative Collaborative 

Leaders are seen as having 

no confidence or trust in 

employees and seldom 

involve them in any aspect 

of the decision-making 

process. 

 

Leaders are seen as having 

condescending confidence 

and trust in employees. 

Employees are 

occasionally involved in 

some aspects of the 

decision-making process. 

 

Leaders are seen as having 

substantial but not 

complete confidence and 

trust in employees. 

Employees are 

significantly involved in 

the decision-making 

process.  

Leaders are seen as having 

demonstrated confidence 

and trust in employees. 

Employees are involved in 

appropriate aspects of the 

decision-making process. 

Decisions are made at the 

top and issued downward. 

Some decision-making 

processes take place in the 

lower levels, but control is 

at the top. 

More decisions are made 

at the lower levels, and 

leaders consult with 

followers regarding 

decisions. 

Decision making is widely 

dispersed throughout the 

organization and is well 

integrated across levels. 

Lower levels in the 

organization oppose the 

goals established by the 

upper levels. 

Lower levels in the 

organization cooperate in 

accomplishing selected 

goals of the organization. 

Lower levels in the 

organization begin to deal 

more with morale and 

exercise cooperation 

toward accomplishment of 

goals. 

Collaboration is employed 

throughout the 

organization. 

Influence primarily takes 

place through fear and 

punishment. 

Some influence is 

experienced through the 

rewards process and some 

through fear and 

punishment. 

Influence is through the 

rewards process. 

Occasional punishment 

and some collaboration 

occur. 

Employees are influenced 

through participation and 

involvement in developing 

economic rewards, setting 

goals, improving methods, 

and appraising progress 

toward goals. 

 

In addition to Likert, other researchers have discovered a strong relationship between the climate 

of an organization and the leadership styles of the managers and leaders in the organization. 

Astin and Astin (2000) note that the purposes of leadership are based in these values: 

 To create a supportive environment where people can grow, thrive, and live in peace with 

one another; 

 To promote harmony with nature and thereby provide sustainability for future 

generations; and 

 To create communities of reciprocal care and shared responsibility where every person 

matters and each person’s welfare and dignity is respected and supported (p. 11). 

Studies of leadership effectiveness abound in the literature. Managers and leaders who plan 

change strategies for their organizations based on the results of a NILIE climate survey are 

encouraged to review theories and concepts, such as those listed below, when planning for the 

future. 
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 The path-goal theory of House (1971) in which leader behavior is expressed in 

terms of the leader's influence in clarifying paths or routes followers travel toward 

work achievement and personal goal attainment.  

 The Vroom/Yetton model for decision procedures used by leaders in which the 

selected procedure affects the quality of the decision and the level of acceptance 

by people who are expected to implement the decision (Vroom & Yetton, 1973 as 

discussed in Yukl, 2002). 

 Situational leadership theories (see Northouse, 2004; Yukl, 2002). 

 Transformational leadership theory (Burns, 1978; Bass, 1991; Astin & Astin, 

2000).  

 Emotional intelligence theories (Goleman, 1995; Goleman, McKee & Boyatzis, 

2002) 

In the context of the modern community college, there is much interest in organizational climate 

studies and their relation to current thinking about leadership. The times require different 

assumptions regarding leader-follower relations and the choice of appropriate leadership 

strategies that lead to achievement of organizational goals. This report may help your institution 

understand and improve the overall climate by examining perceptions and estimates of quality 

and excellence across personnel groups. This report may also provide benchmarks and empirical 

data that can be systematically integrated into effective planning models and change strategies. 
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