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DISCLAIMER

Members of the Association recognize that one of the purposes of the Association 
is to provide training and informational services to its members through training 
conferences and periodic written material.  While the Association shall utilize its 
best efforts to provide its members with the most current information available, 
there can be no assurances or warranty that its interpretation of any rule, 
regulation or statue will be in conformance with any present or future 
interpretation of such rule, regulation or statute by any appropriate governmental 
authority.  Accordingly, each member shall hold the Association harmless from 
any claims, damages, or liability resulting from such member’s use of any 
information, data, or interpretations as provided to such members by the 
Association.



• Started as a Graduate Assistant at 
the University of Louisville 

• Has been in financial aid for 33 years
• Majority of career was in Kentucky, 

last 6 years in Tennessee at 
Vanderbilt University School of 
Medicine

• Recently completed her Ed.D. in 
Learning Organizations and Strategic 
Change

About Heather



About Kate

• Started as Federal Work-Study 
student in the Financial Aid office

• First Generation college student

• Worked primarily in Financial Aid, but 
also held positions in Admissions and 
Bursar/Student Accounts

• Worked for Community Colleges, 
Public, and Private Universities



Onboard Activities

Looking Forward

What Is Leadership?

Characteristics That Matter

Questions



Looking Forward

Report: Over 50% of  Financial Aid Professionals Are Likely to 

Seek Other Employment Opportunities (NASFAA, May 2024)

Financial Aid Offices Cite Continued Delays, Issues with FSA

(NASFAA, August 2025)

‘The Last Straw’ for Weary Financial Aid 
Officers (NASFAA, May 2024)

Financial Aid Officers are Burnt Out After 

FAFSA fiasco (Inside Higher Ed, May 2024)

How Mass Layoffs at the Education Department 
Affect Colleges (Inside Higher Ed, July 2025)

Half  of  Financial Aid Officers Want to Switch Jobs

(Inside Higher Ed, May 2024)



Activity Time….

• Leadership Pizza Activity

–What toppings does it take to make 

your perfect leader pizza?  

–Think creatively!  

–Think of  the leaders you respect 

the most.

-What is your crust? 

–Bigger slices mean more important 



Sharing Your Slices

8

CONFIDENTIAL

Heather’s pizza
• Crust: Knowledgeable
• Slices: Trustworthy, Dedicated to 

Mission, Willing to recognize my Work, 
Humility

• Finishing Touches: Fun, Family
Kate’s pizza 
• Crust: Dependable – ‘Working’ Leader
• Slices: Honesty, Vision, Confidence 

building, Challenges me
• Finishing Touches: Fun, Empathetic



Pizza Takeaways
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CONFIDENTIAL

Enjoy the 
Journey

Adapt for 
Individuality

Variety is Key

Balance is 
Important

Focus on the 
Foundation



What is Leadership?

➢ Integrity
➢ Delegation
➢ Communication
➢ Self-Awareness
➢ Gratitude
➢ Learning Agility
➢ Influence
➢ Empathy
➢ Courage
➢ Respect



Characteristics That Matter



Modeling the Way

Find Your 
Voice

Affirming 
Shared 
Values

Who Are 
You?



Leaders who model the way  

• Set a personal example of what they expect of others

• Build consensus around a common set of values

• Ask for feedback on their actions

• Follow through on promises and commitments

• In Financial Aid…
• Are prepared to still jump in and do the work

• Are aware of their weaknesses and shortcomings

• Confront critical incidents – show continuous learning



Inspiring Shared Vision

Future 
Vision

Historical lessons

Optimism and Enthusiasm

Shared aspirations

Emphasis on meaningful 
work and everyone 

contributing



Leaders who inspire shared vision
• Talk about future trends

• Appeal to others to share a dream of the future

• Speak with genuine conviction about the purpose of their work

• Follow through on promises and commitments

• Ask others what they want

• In Financial Aid…
• Show positivity towards new processes

• Attend graduation and student celebrations and encourage 
attendance from your staff

• Reflect on past and use it to navigate future



Challenge The Process

Seize initiative

Make 
Something 

Happen

Seek to 
Improve

Look Outside 
your 

Experience

Experiment 
and Take Risks



Leaders who challenge the process 
• Search for new and innovative ways to work

• Identify milestones to keep projects going

• Anticipate change

• Respond to change

• Aren’t afraid to speak up – or accept others’ opinions when they do

• In Financial Aid… 
• Read NASFAA News – make sure staff gets is and discuss together 

• Keep staff informed, be informed of changes on the horizon

• Set aside time to discuss proactive vs. reactive approaches

• Challenge with purpose – not just for challenge's sake



Enable Others to Act

Actively listen to 
diverse points of view

Develop cooperative 
relationships among 
the people you work 

with

Treat others with 
dignity and respect

Involve people in the 
decisions that directly 

impact their job 
performance

Give people freedom 
and choice in deciding 
how to do their work

Ensure that people 
grow in their jobs by 

learning new skills and 
developing themselves



Leaders who enable others to act
• Develop relationships

• Listen to diverse points of view

• Give people freedom to do their jobs

• Encourage professional development

• Realize what others need to do their jobs

• In Financial Aid…
• Get involved in associations and allow time for staff to do so as 

well

• Don’t micromanage

• Ask what can be done to help make others’ job better

• Allow staff to try new approaches



Encouraging the Heart
1. Maintain high expectations about what individuals and teams can 

accomplish
2. Communicate your positive expectations clearly and regularly
3. Create an environment that makes it comfortable to receive and give 

feedback
4. Find out the types of encouragement that makes the most difference.               

Don’t assume that you know
5. Be creative when it comes to recognition.  Be spontaneous.  Have Fun.
6. Make saying “thank you” a natural part of your everyday behavior



Leaders who encourage the heart 

• Praise their people

• Share confidence in their staff

• Creatively recognize others

• Publicly recognize others

• Get personally involved  

• In Financial Aid… 
• Have fun together – our work is hard!

• Soak up the negativity



What kind of leader
are you going to be?



The Leadership Challenge

This presentation incorporates 
materials based on

The Leadership Challenge

by James M. Kouzes and Barry 
Z. Posner

A second book from the same 
authors, Leadership in Higher 
Education, is also available.



Any Questions?



Thank You!
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