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Abstract 
Greater managerial creativity is mandatory in order to create value from digital age technologies. 
Johan Wallin in his book, titled Business Orchestration: Strategic Leadership in the Era of Digital 
Convergence, proposes business orchestration as the alternative leadership in the digital age. In this 
proposal, the role of leadership is to orchestrate people, information and processes to solve business 
problems and achieve business objectives, from defining customer needs, to developing products, to 
distributing products, to servicing them. This research evaluates the four dimensions of leadership 
orchestration: conductor, architect, auctioneer and promoter as proposed by Johan Wallin blended 
with the developer dimension of leadership development as the basis for effective digital age 
leadership in the context of higher education in Kenya. A cross-sectional survey design is used with 
respondents drawn from a purposive sample of higher education institutions in Kenya based on the 
Commission for University Education data. Leadership proficiency is estimated on a scale of 1-5 
(poor-excellent) and appropriate recommendations made. Leadership dimensions and attributes for 
the digital age are identified. Correlation is done between leadership and e-readiness. Significant 
positive correlation, r=0.624 (p<0.001) for the general perceived quality of leadership and e-readiness. 
The aggregated leadership index and aggregated e-readiness accession index are also significantly 
correlated with r=0.703 (p<0.001). Investment in digital age leadership development and orientation is 
recommended in order for higher education institutions to reap the benefits of the digital age. 
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1 BACKGROUND OF THE STUDY 

1.1 Digital Age in Higher Education 
The digital age is characterized with many disruptive technologies, innovations, solutions and 
approaches that may cause an entire paradigm shift in the way leaders orchestrate better 
performance and sustainability [22]. The emergence of digital technologies and their penetration into 
all levels of education has challenged higher education institutions to redefine their teaching and 
research practices and to redesign their organizational infrastructure [17]. Higher education institutions 
face a number of opportunities and challenges as a result of the digital revolution. This is because 
higher education institutions perform a number of scholarship functions including teaching and 
research which are affected by the availability and usage of digital technologies [23]. The very nature 
of higher education, how it is delivered and the role of universities in society and the economy is 
changing, and will continue to change significantly with universities competing globally for students, 
academics and funding, and the reality that only those that stay relevant and leverage new digital 
capabilities will benefit in this digital age [14]. 

The growing range of digital technologies has created new and more complex roles for both students 
and educators within and beyond the classroom [17] and affected the interplay of a wide range of 
interested parties in the higher education ecosystem as well as the departmental structuring of 
educational services. The contours of the current and future digital age trends in these two facets of 
transformation are visible. First, in the range of interested parties the students are can easily find 
information about courses and drill down into richer course content, access a range of options about 
where to learn and how to consume learning materials, have an enrolment process that is clear, and 
progress can be easily tracked, current students can make queries easily and while uncertainty is 
reduced for new students, receive student academic supports students with respect to academic 
attainment and achievement using digital channels, can understand their performance and potential 
from collated data, collaborate more effectively with peers, have access to better student life support 
and extra-curricular activities and are better prepared for life after their studies. The faculty are better 
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supported in their teaching activities, provided with analytics about their students’ performance, 
supported with research and publications, and supported in managing routines tasks. The university is 
also better branded using digital channels, can attract the best students, staff, funding and 
partnerships, can foster better alumni support and manage content and knowledge better. Secondly, 
the digital age university is leveraged with an integrated departmental approach enterprisewide – this 
is the only way that the levels of innovation and cultural change required to become a digital university 
can be achieved with estates and facilities, procurement, human resources, faculties and schools, 
marketing, library, admissions, finance, students services and international liaison departments 
working in coherence [14]. 

In a nutshell, digital age in the higher education environment represents the advent of immediacy of 
access to knowledge, transition from scarcity to abundance in the field of information, outsourcing of 
memory - data and information is now out of our heads and stored in machines, transformed role of 
the teacher as a transmitter of knowledge – where all the assertions of a teacher can be controlled 
and sourced by students, and ushers an era of increased focus on institutional rankings and branding 
value, with each higher education institution seeking to increase its scope of recruitment and online 
courses to allow it to leave the physical boundaries of the institution and increase its visibility [21]. The 
concepts of blended learning, connected learning, flipped learning, adaptive learning as well as 
personalized intelligence – the ability to track the capabilities, learning progress, performance, 
challenges and special needs of the individual student are no longer a wish but an integral part of the 
value offering in higher education. The very basis for personalization being the philosophy that 
business intelligence is not about the tools – it’s about the user (the student, the staff, the user … and 
every interested party) [4], [12], [20]. 

Pursuant to the digital age are questions on the institutional readiness for the digital age. This 
readiness, referred to as e-readiness, determines the ability higher education to utilize digital age 
resources and capabilities to advance its cause. E-readiness can be defined as the ability to sort 
through, interpret, and process digital knowledge [19] or the measure of the sector’s (and individual 
higher education institutions) readiness, willingness or preparedness to tap the benefits and 
opportunities arising from ICTs [7]. Earlier views on e-readiness defined it as the ability to pursue 
value creation opportunities facilitated by the use of the internet [13]. 

1.2 Leadership Orchestration 
Many universities are developing specific digital strategies in reaction to the massive shift towards 
using new technology, yet lack the vision, capability or commitment to implement them effectively. As 
a result many institutions then invest heavily in IT systems that don’t deliver the anticipated benefits 
and outcomes. These universities fail to appreciate that they don’t need a digital strategy – just a 
business strategy that is fit for the digital age [14]. The digital age technologies in higher education 
ecosystem come with risks and opportunities which also means that leaders have to invest in 
managing culture in changing times, makes the case for putting culture and behavior change at the 
heart of transformation programs [11]. One of the most outstanding risks that the leadership of higher 
education institutions need to grapple with is achieving an equilibrium between the more techno-savvy 
digital natives and a reasonable number of faculty who are digital immigrants with a foot in the past 
[17]. It is a tricky balance between technophilia (enthusiasm for technology) and technophobia (fear of 
technology) – to fend off the idea of a self-propelled monster unleashed into society to which one has 
no other choice than to adjust to, but to engender it as a social construct which – beside transforming 
our lives – is also shaped by society [9]. 

The attempt to evaluate the success of the organization in the information age as a function of 
leadership or the evaluation of the role of leadership in the ability to tap into the benefits of the digital 
age is anecdotal at best. Where such is evident, it is through the prism of technology, yet strategic 
leadership is considered more valuable in deriving benefits from the digital technologies than in the 
ICT savviness of the leaders [6]. The leadership challenge in the age of digital transformation and 
knowledge based society is the ability to have an explicit approach to building a portfolio of 
innovations, create a culture which embraces experimentation and a degree of risk taking, building 
compensating mechanisms that make innovation everyone’s job and having a relentless focus on 
acquiring the right talent and building an environment where their people can flourish [3]. The 
emergence of business orchestration is underpinned by the very nature of the digital age with the 
following characteristics [22]: changes from the industrial structures; from vertical to horizontal with 
systemic innovation emanating from alliance networks; availability of many options of learning hence 
awareness of more things, experience with more that is faster and better and deeper insights; 
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opportunities for the less privileged; entrepreneurial individuals across the globe have equal chance to 
explore and exploit new opportunities; increased transparence with everyone aware of products, 
services, product and service reviews as well as the ranking of the institutions; pervasive computing 
with greater computing power now available, permeation of ICT into everyday lives, reduced prices for 
better, newer functionality as well as new services; extended enterprises founded on the need to 
exploit global comparative advantages; effectiveness and flexibility; emergence of virtual communities 
to recover human behavior lost during the industrial age, which was marked by the individualization of 
the society, to a society hewn by technology-mediated social networks, customer communities, 
professional networks and other movements.  

Universities are operating in an ever-changing and increasingly complex environment in the face a 
changing policy agenda, economic uncertainty, rapid changes in technology and new demands from 
students, hence the need to find new ways of working – harness the new opportunities and also 
mitigate the new risks [11]. The digital age environment requires leaders who can orchestrate the 
ability of the higher education institutions to either become digital leaders or simply stay relevant in the 
digital age [14]. Broadly, orchestration [1], [5], [22] is the facilitation and coordination of intermediary 
actors by providing them with material and ideational support in order to achieve governance goals 
with respect to target actors [1]. 

The new leadership characteristics point at the ability to perform in the present, follow responses from 
the market, recognize new opportunities in the environment, inspire and encourage the value-creating 
knowledge professionals [22] in the higher education institution. In this case, the leadership must be 
able to assess the value of the education institution’s offering to customers, manage the process of 
co-producing offerings (co-creation) in a mutually-beneficial partnerships with the interested parties, 
and gel together the respective actors (value constellation) to ensure a sustainable blending of 
capabilities. This calls for a transformation of leadership and leadership development – and the study 
of leadership orchestration therefore both essential and necessary.  

2 OBJECTIVES 
The objective of this study was to find out the leadership dimensions needed in the digital age higher 
education ecosystem and investigate the correlation between leadership and the readiness for digital 
age in higher education institutions in Kenya. 

3 METHODOLOGY 
A desktop review was carried out on the leadership dimensions in the digital age on the basis of the 
“Business Orchestration: Strategic Leadership in the Era of Digital Convergence” book by Johan 
Wallin and leadership development studies. Perception on the practice of leadership was sought from 
respondents against each leadership dimension and the respective attributes on a Likert scale (1-
Strongly Disagree, 2-Disagree, 3-Neutral, 4-Agree, 5-Strongly Agree). The perceptions on the 
attributes under each leadership dimensions were aggregated for each dimension and further 
aggregated into a single leadership dimension index. Two general question on perceived leadership 
quality and the perceived level of e-readiness were posed. Detailed perception on e-readiness was 
also obtained on the basis people, process and technology and aggregated into a single e-readiness 
accession index. 

The target population for the study constitutes the 70 institutions of higher education in Kenya as 
recognized by the Commission for University Education as of 2016 [2]. Cross-sectional survey with 
data being collected to help answer research questions of interest on the basis of what is going on at 
only at the one point in time [18]. The sampling frame consists of the 40 full-fledged public and private 
higher education institutions in Kenya from both public and private universities in the higher education 
eco-system in Kenya [2], [10], [16]. 

Bivariate correlation was used to analyze the correlation between the perceived leadership and e-
readiness (general question); the aggregated leadership index and the aggregated e-readiness 
accession index. The bivariate Pearson Correlation produces a sample correlation coefficient, r, which 
measures the strength and direction of linear relationships between pairs of continuous variables and, 
in addition, evaluates whether there is statistical evidence for a linear relationship among the same 
pairs of variables in the population, represented by a population correlation coefficient, ρ (“rho”) [8]. 

7729



4 RESULTS 
The results of the desktop review, data collection are analysis are presented here below. 

4.1 Leadership Dimensions and Attributes for the Digital Age 
The desktop review of leadership attributes for the digital age resulted on the variables, sub-variables 
and attributes highlighted in Table 1 below. Five leadership dimensions were identified as the leader 
as a conductor, architect, auctioneer, promoter [22] and developer [15]. 

Table 1.  Digital Age Leadership Dimensions. 

Variable Sub-Variables Attributes 

Leader as a 
Conductor 

Nurturing 
creativity 

Building up new ideas 

Facilitating situational awareness 

Bringing up new ideas timely 

Reconciling alternative opinions 

Recognizing innovation 

Rewarding innovation 

Building trust Inspiring feedback 

Leading by doing 

Learning from partners 

Engaging sponsors and guardians 

Relationship on basis of mutual respect 

Delegating responsibility 

Inspiration Inspiring professionals 

Building up the performance capacity of staff 

Keeping staff enthusiastic 

Keeping customers thrilled 

Convincing others to perform according to game plan 

Coherent 
performance 

Seeking coherence in performance 

Integrating and synchronizing efforts and actions 

Mobilizing teams to perform 

Subordination (loosing oneself for the benefit of the team) 

Leader as 
Architect 
 

Customer focus Sensing customer expectations 

Transforming customer expectations into tangible solutions 

Implementing the wishes of customers 

New knowledge Assimilating new information 

Unlearning existing ways and applying new knowledge 

Blending diverse capabilities at different project stages 

Problem solving Emphasizing problems solving skills 

Engaging experts to play a role in solution development 

Creating solutions beyond customer expectations 

Teams and 
Partnerships 

Building up successful teams 

Working with stakeholders to develop solutions 

Building an environment that says “this is the place to be” 
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Leader as 
Auctioneer 
 

Sensing the market Listening to customers 

Sensing the needs of the market 

Seducing customers to our products and services 

Setting up systems Setting up systems to manage our customers 

Exploiting new solutions (tapping disruptive technologies) 

Pushing the limits to higher performance 

Governing the 
market 

Achieving the right pace (right speed) 

Achieving the right poise (keeping steady) 

Achieving the right preparation (knowing our products and services) 

Achieving the right panache (achieving the right mood) 

Achieving the right brilliance (sensing and exploiting opportunities) 

Leader as 
Promoter 
 

Charisma Building a “together we will make it” spirit 

Generating personal motivation 

Stimulating dreams and aspirations 

Managing projects Managing projects effectively 

Initiating ideas and solutions 

Mobilizing people to get tasks done 

Institutionalization Institutionalizing new ideas (making them part of our culture) 

Leading without leading 

Setting up policies/procedures/processes 

Leader as 
Developer 
 

Ownership of 
agenda 

Enabling people to take ownership of development agenda 

Retaining and attracting highly skilled employees 

Being engaged as both an enabler and participant 

Turning skeptics and nonbelievers into people willing to take more 
responsibility 

Helping staff to work fast and effectively beyond directives from above 

Allowing a sense of autonomy in the workforce 

Developing leaders Enhancing leadership capacity of individual members 

Enhancing leadership capacity of teams 

Providing employees with needed skills 

Appreciating leadership development as a means of building 
organizational capability 

Motivating people to move from one level in leadership competency 

Transforming leader’s mind-set from one level to the next (developing of 
bigger minds) 

Leadership culture Seeing change in leadership culture as the missing link 

Articulating the value of digital technologies to the organization’s future 

Taking risks 

Building skills to realize the strategy 

Developing digital strategies with an eye on transforming the business 

Fostering a culture to change and invent the new 

Digital age leaders are expected to able to nurturing creativity, building trust, inspiration and facilitating 
coherent performance (leader as a conductor); build the spirit of customer focus, new knowledge, 
problem solving, teams and partnerships (leader as an architect); good at sensing the market, setting 
up systems, governing the market (leader as an auctioneer); to have charisma, endowed in managing 
projects and institutionalization (leader as a promoter); and good at creating ownership of the agenda, 
developing leaders and nurturing leadership culture (leader as a developer). 
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4.2 Correlation between Leadership and Readiness for Digital Age 
The general correlation between the quality of leadership and the level of e-readiness indicates a 
significant positive correlation, r=0.624 (p<0.001) with 82 complete observations as shown in Table 2 
below: 

Table 2.  Correlation between Quality of Leadership and Level of E-Readiness. 

 How do you rate the 
quality of leadership of 

your institution? 

How do you rate the 
level of e-readiness of 

your institution? 

How do you rate the 
quality of leadership of 
your institution? 

Pearson Correlation 1 .624** 

Sig. (2-tailed)  .000 

N 82 82 

How do you rate the 
level of e-readiness of 
your institution? 

Pearson Correlation .624** 1 

Sig. (2-tailed) .000  

N 82 82 
**. Correlation is significant at the 0.01 level (2-tailed). 

The clustered leadership dimension indices resulted in the values observed in the Table 2 below. The 
individual indices are further aggregated to produce the leadership index. The observed mean 
between 3.2962 and 3.4981 denotes that the perceptions on leadership is neutral (no opinion; not 
exceptional!). 

Table 3.  Aggregated Leadership Dimensions. 

 N Minimum Maximum Mean Std. Deviation 

Conductor Index 80 2.00 5.00 3.4981 .71132 

Architect Index 72 1.83 5.00 3.3547 .76606 

Auctioneer Index 66 1.36 4.91 3.3395 .73340 

Promoter Index 64 1.67 5.00 3.2962 .77199 

Developer Index 61 1.72 5.00 3.4120 .74032 

Valid N (listwise) 60     

The aggregated leadership index and e-readiness accession are correlated as shown in Table 4 
below. This indicates a significant positive correlation, r=0.703 (p<0.001) with 61 complete 
observations. 

Table 4.  Correlation between Aggregated Leadership Index and E-Readiness Accession Index. 

 E-Readiness 
Accession Index 

Leader 
Index 

E-Readiness 
Accession Index 

Pearson Correlation 1 .703** 

Sig. (2-tailed)  .000 

N 61 61 

Leadership Index Pearson Correlation .703** 1 

Sig. (2-tailed) .000  

N 61 81 
**. Correlation is significant at the 0.01 level (2-tailed). 
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Evident from this results of the correlation of general perception on the quality of leadership and level 
of e-readiness and the correlation between the computed leadership index and computed e-readiness 
accession index indicates that there is a significant positive correlation between leadership and e-
readiness. This agrees with past studies on e-readiness accession in Kenya that point at the centrality 
of leadership quality in harnessing of digital age capabilities in higher education. 

5 CONCLUSIONS 
The quality of leadership and the level of e-readiness are significantly correlated. Investing in 
leadership development and orientation in the respective leadership dimensions: conductor, architect, 
auctioneer, promoter and developer is essential to e-readiness accession and maturity into the digital 
age. It is recommended that higher education institutions in Kenya invest in digital age leadership 
development to reap the benefits of the digital age. This will pave the way for higher education to both 
stay relevant (to the interested parties) and leverage on the emerging new digital age capabilities. 
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