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ABSTRACT 

The aim of this study was to gain a better understanding of the experiences of 

student services staff in a midwestern university during an organizational change: 

implementation of quality practices and principles. The experiences were captured as 

they reflected during the interview process. The interview data were organized into 35 

concepts from which five themes emerged. The five themes or categories identified in 

this study were: Experience of Change, Approach to My Work, Changes in 

Organizational Structure, Employee Morale, and Learning. 

Universities and institutions of higher education are under great pressure as state 

and federal budgets get tighter, and funding for higher education is being cut 

significantly. As administrators and staff look to gain efficiencies and improve outcomes, 

they will be implementing organizational change. Continual process improvement (CPI) 

and total quality management (TQM) have evolved since the 1980s, when they were 

popularized in the United States. 

Although success cases have been noted (e.g., Baldrige Award winners in 

Education), the adoption of these practices in education has not been widespread. 

Recommendations for improvements to the implementation of quality practices and 

principles in higher education administration settings include understanding the staff 

perspective of data collection, staffing, and feeling a sense of progress. The predominant 

paradigm in organizational change is that of episodic change: change is controllable with 

a distinct beginning and end and that the entire change process can be managed. Another 

paradigm to be considered and integrated is that of continuous change found in complex, 

adaptive systems and is organic in nature. 
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CHAPTER 1 

INTRODUCTION 

This study explored participant experiences during organizational change in the 

student affairs department at a public university in the upper midwest region of the 

United States. The goal of this study was to learn about and understand in greater depth 

the experiences of the participants during an organizational change so that this 

information could be shared with others implementing organizational changes.  

The organizational change selected for this study was a continuous improvement 

initiative. Continuous improvement became popular in the 1950s in Japan during 

reconstruction after World War II (Walton, 1986). In the 1980s, as United States 

businesses were losing market share to Japanese firms, management began experimenting 

with continuous process/quality improvement (CPI/CQI) and total quality management 

(TQM) (Walton, 1986). As it gained popularity, CQI and TQM practices began to 

permeate many businesses, industries, health care, government, and educational 

institutions. 

Freed, Klugman, and Fife (1997) found that CQI has been applied in curriculum, 

teaching methods, and administrative processes in higher education. Colleges and 

universities have added or revised courses within certain degrees, certificates, or 

programs to include practices and principles of quality and continuous improvement. 

There is evidence that a few faculty applied quality practices in their teaching methods 

for continuous improvement of student learning. In addition, ―businesses encouraged 
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colleges and universities to try implementing the quality principles as a more effective 

way of operating the institution‖ (Freed et al., 1997, p. 27). 

At the same time, higher education institutions have been financially squeezed. 

Increased costs ranging from employee health insurance to energy for heating or cooling 

classrooms have been experienced at the same time as traditional sources of funding, 

such as federal and state tax dollars, have decreased (Freed et al., 1997; Zumeta, 2002). 

As higher education institutions have sought solutions to these challenges, CQI has 

provided a framework and approach to addressing problems through data-driven analysis 

and iterative cycles of process improvement. 

The organization that participated in this study had been involved with several 

improvement initiatives since the late 1980s. Although leadership changed at the 

university level, the leader in student affairs provided continuity. The student affairs 

organization was comprised of 70 staff in 14 departments.  

Research Question 

The research question was framed to gather data to achieve the previously 

mentioned goals of in-depth understanding of study participants‘ experiences during an 

organizational change and gaining insights from understanding these experiences to aid 

in planning future efforts. Specifically, the focus of the study was on understanding the 

variation of staff experiences during implementation of quality practices and principles in 

a midwestern university‘s student services organization. The research question for this 

study was, ―What was the experience of implementing quality practices and principles 
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during an organizational change like that of the student services staff of a midwestern 

university?‖ 

Significance of the Study 

State appropriations for public higher education institutions have been decreasing. 

This erosion of state funding occurred primarily during an economic recession (The 

National Center for Public Policy and Higher Education, 2002). Zumeta (2001) 

explained,  

Higher education suffered budget cuts and students faced steep price increases 

during a deep recession in the early 1980s. But most states swelled their budget 

commitments when the economy surged later in the decade, and higher education 

fared relatively well. By 1990, an overheated economy again sank into recession... 

Aggregate output fell for two quarters in 1990-91, and unemployment climbed as 

high as 6.6 percent. Recovery from this down-turn was slow and unsteady through 

1993; some regions recovered only much later. (p. 76) 

Referring to the rapid economic growth in 1999 and 2000, Zumeta (2002) stated, 

―State support for higher education remained strong as late as mid-2001. Then came 

incontrovertible evidence of faltering state revenues, and news of budget overruns for 

health care and energy‖ (p. 79). In addition, ―the high-tech bust…caused a substantial 

stock market decline. Employment declined throughout the year and by some 350,000 

jobs in the second quarter alone‖ (Zumeta, 2002, p. 74). 

When states face shortfalls, often appropriations to higher education are hit the 

hardest. Hovey (1999) found that ―budgets in higher education have been cut 
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disproportionately when state fiscal circumstances are weak‖ (p. 19). Appropriations to 

higher education are often the ―balance wheel in state finance‖ (Hovey, 1999, p. 19), 

absorbing larger cuts than other state-funded services. To provide a better understanding 

of state appropriations for higher education, Zumeta (2001) explained, 

State aid to higher education comes from the general fund—the largest fund in the 

treasury—supported by income, sales, and other general purpose taxes. Other 

state functions, including (in descending order of support) elementary and 

secondary education, Medicaid, ―corrections,‖ and public assistance, complete 

with higher education for general fund support. (p. 76) 

Fewer dollars available means that university administrators must take a more 

active role in making fiscal decisions. As one source of funding decreases, such as state 

appropriations, organizational leaders employ primarily two strategies: to increase 

funding from other sources, such as tuition, grants, or corporate donations; and to reduce 

costs. Tough choices must be made as standard fiscal operating procedures are not 

equipped to address the needs of various constituents. Strong and agile leadership is 

required to make tough decisions while navigating the state‘s political landscape and 

driving change in the organization. 

Burke (1998) noted that, compounding the fiscal challenges, there have been 

greater demands placed on many institutions, such as higher enrolment and increased 

numbers of academic programs. How do university administrators approach cost cutting? 

A survey conducted by the Public Higher Education Program at the Rockefeller Institute 

explored how changes in state appropriation funding were addressed during the first half 



 

5 

of the 1990s. Burke (1998) stated, ―The problems demanded fundamental not incremental 

changes, collaborative not hierarchical planning, long- not short-term strategies, curtailed 

not comprehensive missions, and client- not provider-driven decisions‖ (p. 1). Later in 

the report, Burke (1998) provided the following outline: 

The following prescriptions for managing budgets in trying times contain 11 

principles that seem almost truisms. They constitute a consensus in the literature of how 

public campuses should deal with budget problems. 

1. Implement an inclusive and collaborative planning process; 

2. Develop long-term as well as short-term budget plans; 

3. Cut selectively, not across-the-board; 

4. Make expenditure reductions exceed revenue increases to avoid excessive tuition 

and fee increases; 

5. Use quality and priority, not equity and ease, as the criteria for cuts; 

6. Base personnel decisions on long-term, not short-term, strategies; 

7. Raise both productivity and performance in all areas, including instruction; 

8. Reduce the number of degree programs to improve quality and efficiency; 

9. Restructure offices and activities to reduce costs and improve performance; 

10. Refocus campus missions on institutional strengths and student demands; 

11. Protect both the quality of, and access to, undergraduate education. (p. 2) 

These principles emphasized both quality and efficiency. They prescribed doing 

better with less, rather than just doing less or even more with less. 
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Burke (1998) explored several factors that have the potential for achieving this 

objective: planning process, budget plans, selective versus across-the-board cuts, 

expenditure reduction versus revenue increases, functional area cuts, personnel strategies, 

faculty retrenchment, institutional productivity and efficiency, reducing classes and 

sections, program elimination, organizational restructuring, privatization, revising 

missions, quality initiatives, redesigning undergraduate curriculum, and enrolment 

strategies, along with the correlation to budget severity to actions. The study concluded, 

The overall record of the institutional practices compared with the budget 

principles proved disappointing, though perhaps not surprising…few fundamental 

changes occurred; and even institutions with the worst budget problems often 

failed to follow the budget principles. Many – at times most – of the responding 

campuses favored hierarchical over collaborative planning, short- over long-term 

plans and strategies, incremental over fundamental changes, comprehensive over 

curtailed missions, and provider- over client-driven decisions. (Burke, 1998, 

p. 25) 

The research presented in this dissertation explored just one of the many ways in 

which university leaders approach cost reductions, improve services, or both. Burke 

(1998) stated that, 

education experts in the late 1980s and early 1990s urged colleges and 

universities to adopt quality initiatives to improve their effectiveness and 

efficiency. Outcome assessment, ―best practices‖ in undergraduate education, and 
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total quality management or continuous improvement constituted the most 

popular initiatives. (p. 19) 

The current study was conducted to provide insights into the lived experience of 

university staff members who utilized a specific approach to find a more efficient use of 

resources and provide a greater array of services. This insight can be helpful in removing 

barriers to implementation efforts in other organizations and to improve management 

practices in organizations currently employing CQI. 

Definitions 

The study used the following definitions.  

Continuous Quality Improvement (CQI) was defined by the American Society for 

Quality as ―a philosophy and attitude for analyzing capabilities and processes and 

improving them repeatedly to achieve the objective of customer satisfaction‖ (Daniels, 

Johnson & Johnson, 2005, Glossary). 

―Phenomenon [is] the central idea, event, happening, incident about which a set of 

actions or interactions are directed at managing, handling, or to which the set of actions is 

related‖ (Strauss & Corbin, 1990, p. 96). ―The essence of a phenomenon is a universal 

which can be described through a study of the structure that governs the instances or 

particular manifestations of the essence of that phenomenon‖ (van Manen, 1990, p.10). 

Productivity was defined by Baumol (1985) as a measure of the relationship 

between output (the amounts of goods and services produced) an input (the quantities of 

labor, capital, and material resources used to produce the outputs), where effectiveness is 
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an emphasis on outputs (results) and efficiency is an emphasis on inputs (resources or 

investments). 

Quality [is] a subjective term for which each person has his or her own definition. 

In technical usage, quality can have two meanings: 1). the characteristics of a product or 

service that bear on its ability to satisfy stated or implied needs. 2). a product or service 

free of deficiencies. (Daniels et al., 2005, Glossary). 

Total Quality Management (TQM) [is] a term initially coined by the Naval Air 

Systems Command to describe its Japanese style management approach to quality 

improvement. Since then, TQM has taken on many meanings. Simply put, it is a 

management approach to long-term success through customer satisfaction. TQM is based 

on the participation of all members of an organization in improving processes, products, 

services, and the culture in which they work. The methods for implementing this 

approach are found in the teachings of such quality leaders as Philip Crosby, W. Edwards 

Deming, Armand V. Feigenbaum, Kaoru Ishikawa, and Joseph M. Juran. (Daniels et al., 

2005, Glossary) 

Assumptions of the Study 

My assumptions about the experiences of staff in a university workplace included:  

1. The participants would be candid and willing to share their experiences. 

2. Each participant would have a unique and valuable experience to share; just 

like snowflakes, no two experiences are alike. 
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3. The experiences would not be entirely positive or negative as interpreted by 

the participants. The participants would interpret the experiences along a 

continuum of good and bad. 

4. Participants would not differentiate the attributes of planned changes to the 

organization with other factors or changes to their work environment. 

5. I had the ability to interpret the experiences of the staff. 

Researcher Background 

In any phenomenological study, it is important for the researcher to share his or 

her background with readers so they can understand the perspectives that the researcher 

brings to the research—so readers can understand how well the researcher has succeeded 

in bracketing his or her background in the gathering and interpretation of the data. What 

follows, then, is a brief overview of my life. 

My earliest remembrances from my childhood are playing in an apple tree outside 

of our home in Hayfield, Minnesota. My father, Thomas Menk, was a business education 

teacher at the high school. As indicated by the town name, this was a rural area; it was 

located in southern Minnesota. When I was about four years old, he and my mother 

moved us, my two younger brothers and me, to Indiana where he finished a Masters 

degree in Psychology. Upon completion, we moved to New Brighton, Minnesota, where 

he joined the faculty at Mounds View High School in 1963. 

The same year, I began Kindergarten. I remember the years in grade school 

primarily through my relationship with my mother, Beverly Menk. My mom, was a stay-

at-home mom, or as we might have said in 1963, a homemaker. She cared for the three of 
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us. I was the eldest, followed by brothers, Roger, two years younger, and Bryce, four 

years younger. I remember all five of us climbing into the car in the morning, so my 

mother could drop my dad off at work. By doing this she could have the car at home for 

grocery shopping or other errands. In the evenings, my father worked a part-time job in 

the Sears shoe department. 

When I was in fifth grade, my sister, Sara, was born. Sara and I shared a bedroom. 

Two years later, when I was a seventh grader, my brother, John, was born. I assisted 

mom with caring for both Sara and John immediately after school. My oldest brother had 

severe asthma and the second oldest had hay fever. Consequently, my mom would drive 

the boys, it seemed daily, although it must have been weekly, to receive allergy shots. On 

those days, it was my responsibility to make supper, or, as my brothers would jokingly 

call it, ―suffer.‖ My repertoire centered around browned ground beef, most frequently 

combined with baked beans. We named this weekly culinary delight, Trinity, after a 

cowboy western movie my brothers had seen. As I prepared this two-ingredient hot dish, 

I also chopped one head of iceberg lettuce and cared for my two youngest siblings. This 

weekly routine included mom picking up dad from his work at the high school on her 

way home from the doctor‘s. This was timed such that he could eat quickly and then 

depart for his second job. 

In the summer, dad attended the University of Minnesota. After he completed his 

Consulting Psychologist degree, he became a guidance counselor and school psychologist 

at the high school. In the evening he taught psychology courses at community colleges in 

the Twin Cities area. 
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In the summer we would grow a garden to reduce the grocery bill. The garden 

was the responsibility of the children. Although our parents planted the garden, we 

weeded, watered, and harvested the vegetables mom requested for the evening meal. 

Although we pinched pennies by sewing our clothes and gardening, dad found a 

way to purchase a lake lot along with two high school faculty. Rush Lake was one hour 

north of New Brighton. My brothers and I assisted in packing the station wagon with 

clothes, coolers, and the lawn mower. The lawn mower filled the car with gas fumes for 

the entire round trip. As we drove to Rush Lake, prior to mandatory child car seats, either 

both of the youngest children traveled in the front with mom and dad to make four in the 

front seat, or there would be some combination of four of us in the back seat. 

When we arrived at Rush Lake, those with allergies, my brothers, went fishing, 

while I mowed the lawn, or, as we joked, hayed the lawn, as frequently the grass was 

almost to my knees. I preferred mowing the lawn to preparing supper. 

Additional childhood activities included piano and swimming lessons. Although I 

did not participate in organized sports, in grade school my brothers participated in 

football and baseball, later moving to soccer where all three of them won Division I 

College Scholarships. My youngest brother, John, continued to play soccer professionally 

for 10 years. My sister also played soccer. Her high school team won the state 

championship her junior year. She played club soccer in college and later became a high 

school math teacher and girls varsity soccer coach. 

These childhood experiences developed many of my strongly held values and 

belief systems. I believe the care I provided each day after school to my sister and 
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youngest brother instilled altruistic values of helpfulness, cooperation, responsibility, and 

fact-based decision making. My value for stewardship of resources was acquired through 

the tedious caring of the garden, sewing of garments, and making our belongings last. 

The work ethic, and values for efficiency and perseverance were gained through the 

chores assigned to me, such as mowing the lawn. 

In high school I was an honor student who preferred the math and science 

sequence of courses to the literature and arts. I worked twenty hours per week after 

school in an office position. I decided to pursue Dietetics in college as many of the 

courses were in chemistry. 

I paid for college with savings from my part-time high school job, student loans, 

and part-time positions in the college dining service. My senior year of college, I worked 

40 hours per week as a student supervisor along with a full load of courses. Although I 

excelled in the chemistry courses, I found the business courses more interesting than 

those in diet therapy. One of my summer jobs was a food service worker for a nursing 

home. I still remember making nutritional supplements, chocolate milk shakes, for my 

favorite resident, John Gray. He was losing weight and becoming weak. One day when I 

inquired about preparing a supplement for Mr. Gray, I learned of his passing. I do not 

know why his passing surprised me. I do know his passing influenced my decision to 

become a dietitian. Upon completion of my undergraduate degrees, I pursued a career 

with campus food service providers over that of hospital or nursing home dietitian. 

I was able to graduate with a double major in four years. I believe the experiences 

during my undergraduate college years were the basis for my values of efficiency, 
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planning, perseverance, and long-term outlook. In 1981 I graduated from UW-Stout 

located in Menomonie, Wisconsin, with a Bachelor of Science degree in Dietetics, a 

Bachelor of Science degree in Food Service Administration, and a business minor.  

My first professional position was with a food service management company in 

higher education. During my three years with this organization and my first year at the 

Department of Food Services at the University of Minnesota, I managed six different 

operations at four different institutions. Both organizations provided me with training in 

areas such as budgeting, forecasting, purchasing, scheduling, union contracts, and 

performance appraisals. Often I was placed in operations that were losing money and 

directed to turn them around to create a profit. I was successful in each instance in spite 

of applying what I was taught. Often I was surprised when employee reactions to these 

practices were different from what I was told to expect in training (often negative). When 

this would happen, I vowed to apply the practice better next time. 

In the 1980s the business practice referred to as Management by Objectives 

(MBO) became popular at the University of Minnesota. MBO was a practice of cascading 

goals down through the organization. The problem I observed with MBOs was that, when 

unachievable goals were set at the highest levels of the organization, the supporting goals 

that were cascaded down through the organization were also unrealistic. We used this 

practice for about five years. 

In my second year at the University of Minnesota, I married Barry Froehlich. We 

purchased an affordable home about 15 miles north of campus. I was able to pursue and 

accomplish many of my professional goals as Barry supported me by taking on my 
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household chores. He picked up my share of the tasks, including balancing the 

checkbook, grocery shopping, and washing clothes, allowing me more time for 

volunteerism. 

As a young professional, I became involved in the National Association of 

College and University Services (NACUFS) on a regional and national level. I began my 

involvement after winning the national first place prize for a catering menu. My 

volunteering in this organization moved through various roles of marketing chair, 

education chair, regional president, and serving on the national board of directors. I met 

many colleagues and gained valuable knowledge through these experiences. 

Over time, I observed the way that the practices of management affected the staff. 

There was something that was not working, but I could not identify it. Frustrated at not 

achieving the results I thought the operation was capable of, I decided to take a night 

class fall quarter, 1989. During this night class, I was exposed for the first time to the 

theory of W. Edwards Deming.  

My Quality Journey  

Deming‘s (1986) ideas on improving operational performance resonated with me 

immediately. I could not take courses or read books fast enough to learn more 

comprehensively about the theory and how to apply it. In my excitement and enthusiasm, 

I notified the Director of Quality for the University and shared my support for the 

University of Minnesota Quality (UMQ) program, requesting resources. 

This new passion was not well received by my supervisors. Their current 

management practices had brought them success. They were not interested in 
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management methods in which they had not gained expertise as mid-level managers. At 

one time, the Director of the Food Service Department was so angry with me for 

contacting the UMQ resource that I was denied opportunity for a promotion. In addition, 

my access to university resources on quality was restricted.  

I gained access to the quality movement through people outside of the 

department. For example, the program directors, John Vollum and Dick Grewe, of the 

Quality Breakfasts at the Earle Brown Center at the University of Minnesota, St. Paul 

Campus, allowed me to sit in on the guest speakers after the meal had been served. 

Additionally, Don Jacobs, Executive Director of Dining Services at the University of 

Pennsylvania, a follower of Deming‘s work, would encourage me in applying quality 

principles in the food service industry.  

In order to attend two seminars in Minneapolis in which Deming was presenting, I 

offered to work at the conference registration tables and bookstore during session 

intermissions in exchange for the conference admission. (Deming autographed his first 

book, Out of the Crisis, for me.)  

The seminar demonstration that had the greatest lifelong impact on me was the 

―red bead experiment.‖ In this presentation, Deming held a paddle with 50 indentations. 

Each indentation was deep enough to hold a bead. He inserted the paddle into a jar 

containing both white and red beads. When he removed the paddle from the jar, all of the 

indentations were randomly filled with white and red beads. He noted the quantity of 

white beads. Next, Deming recruited volunteers from the audience to work at the bead 

company. Six volunteers were assigned the position of willing worker, two were 
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inspectors, one was a chief inspector, and the last person was a recorder. Deming 

reserved the role of management for himself.  

He then instructed the willing workers with a standardized procedure for inserting 

and removing the paddle into the bead jar, imitating instructions that might be found in a 

training manual. In the demonstration, the hypothetical customer would only accept white 

beads; the red beads would be defects. The willing workers dipped their paddle into the 

bead jar. They removed the paddle and showed the beads to the first inspector, who 

silently counted and recorded the beads. Then they displayed the beads to the second 

inspector, who silently counted and recorded the beads. The chief inspector then verified 

the counts between both inspectors and announced the number of defects. The accountant 

then recorded the number of red beads. After the number of defects was stated, Deming 

would either threaten the willing worker for producing red beads or announce a new 

company program (such as ―Zero Defects‖) that would inspire the willing worker to stop 

producing red beads. 

I believe I found myself laughing at this demonstration because there was an 

obvious discrepancy between management‘s perceptions of how effectively to improve 

results and the reality that management‘s behavior had no effect on the results. I saw 

behaviors of my own as well as previous supervisors in the demonstration. As many 

attending the seminar roared with laughter during this demonstration, I assume they made 

similar associations between their workplace and the behaviors displayed in the Red Bead 

Experiment. 
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I began to have a greater appreciation of a system. In this experiment, the system 

not only included the process of dipping the paddle and reporting defects, but also the 

inputs, such as the total number of white beads and red beads in the jar, the size of the 

beads, and the size of the indentations in the paddle. As I read more about Deming‘s 

appreciation of a system and his charge to management to improve the system, I also 

began to understand to what extent an outcome is determined by an employee‘s efforts 

versus the contributing factors of the system: 

In my experience, most troubles and most possibilities for improvement add up to 

proportions something like this: 94% belong to the system (the responsibility of 

management) and 6% are attributable to special causes…. No amount of care or 

skill in workmanship can overcome fundamental faults of the system. (Deming, 

1993, p. 35) 

After the Deming 4-Day Seminar, I began to use the analytical tools in my 

workplace. The 83 full- and part-time staff would capture and chart data of the processes 

on butcher paper and post them on the walls of the kitchen and stairwells. Once I 

removed one of these charts from the wall to share at a regional meeting of other college 

and university food service managers. The chart diagramed the causes of late coffee 

break deliveries. 

Early on, I felt confident about the use of many quality tools, except that one, 

statistical process control (SPC), eluded me. During one of the conferences, as I sat 

waiting for Deming, the keynote speaker, I visited with a nearby conferee. I explained 

that I could not locate any seminar break-out sessions that specifically aided in executing 
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SPC. To my surprise, the person seated in front of me turned and introduced himself as 

Kevin Dooley, a professor at the University of Minnesota. He explained that I could 

register at the university for a four-credit mechanical engineering course he taught that 

included SPC. I registered for the course and passed. During the academic winter quarter 

of 1992, I also gave birth to my only child and survived a major house fire! 

During this time, I was recognized by my department for my efforts in turning 

around an operation that had been losing money. An award of $100 and a department 

certificate were presented to me. At that time, it was difficult for university departments 

financially to reward staff. Many controls were in place to limit pay increases and 

promotions. Although the amount seems very modest now, at that time it seemed quite 

generous. It would have been helpful in covering daycare expenses for my infant. 

However, I returned $80, or 80%, of the award to the department. In my remarks at the 

presentation, I explained that the results, in the most part, were outcomes of the system 

that had been redesigned to lead to operational success through the cooperation of the 

team (of willing workers). My role in the success was the redesign of the systems within 

my control. The team and the larger system(s) also had roles that impacted the outcome 

to a greater extent than I had. 

Soon after I completed my master‘s degree, I was offered a one-year position with 

the University Housing and Dining Services Department as a project manager for a three-

department integrated software solution. My appointment was quite controversial. I was 

hired as project manager by the project leader, a consultant for the new associate vice 

president of Housing and Dining Services. The consultant sought a functional area 
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manager rather than the more commonplace practice of selecting a manager from the 

software development staff. 

I utilized my education in quality to assist staff with diagramming their current 

processes and comparing them to the business processes designed in the purchased 

software. Comparing and contrasting these processes aided in facilitating the transition 

and creation of new departmental processes. We also utilized data collection from 

customer inquiries to improve the new processes. 

After the project was completed, I grew very little in my knowledge and 

experience of quality. The department built two new facilities, added three wings to 

existing facilities, and remodeled an historic facility. During this period, my time was 

dedicated to these projects or maintaining current systems. 

There were two courses that did not fit into my Master‘s program that I continued 

to have an interest in, so I began attending night school again. The first course was 

Systems Theory, the second was Chaos Theory. Both courses were offered out of the 

Mechanical Engineering Department for four credits by Kevin Dooley. These courses 

were very instrumental to my deeper understanding of systems. 

On a personal level, with much of my time being spent at night classes, I felt it 

was important to participate in an activity with my daughter, Hallie. I transitioned from 

NACUFS board of directors to the Centennial Soccer Club (CSC) board of directors. I 

began coaching when my daughter was four years old, primarily because other parents 

had not been exposed to soccer in high school. I expected to help out for a year or two. It 

is now fifteen years later, my daughter is nineteen, and I was involved as assistant coach 
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for her team, including the summer after she graduated from high school. During the 15 

years, I have been on the CSC Board of Directors; I have led efforts to recruit coaches, 

build teams, coordinate the indoor program, create and manage a Saturday evening spring 

indoor co-ed recreational soccer league and represent the club on the Centennial Sports 

Arena Board of Directors.  

Currently, I hold the position of Assistant Director for Information Technology in 

the Department of Housing and Residential Life at the University of Minnesota–Twin 

Cities. In addition to responsibility for business systems, equipment, computer labs, cyber 

cafes, and Internet service for over 6,500 residents, I manage system implementation 

projects. The Information Technology staff includes one desktop support administrator, 

two web developers, one student supervisor, and 15 part-time students. 

In the summer of 2005, I entered the President‘s Emerging Leaders (PEL) 

program at the University of Minnesota. The annual PEL cohort consists of 25 university 

staff with potential for increased responsibilities and higher-level leadership. PEL is 

comprised of educational seminars, the creation of an individual development plan, 

professional coaching, and a team project. 

I was assigned to the PEL Organizational Transformation Models and 

Benchmarking Research project team. The project team consisted of five members who 

finalized the charter in December, 2005, and completed work in June, 2006. The project 

was sponsored by Kathleen O‘Brien, Vice President, University Services. Interviews 

from university leaders were synthesized. The relationships between the critical and 

unique attributes of the University‘s transformation were displayed graphically through a 
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model. The outcomes of the project supported a greater enterprise initiative of becoming 

one of the top three public research universities in the world within a decade (University 

of Minnesota, Transforming the U, 2006). 

Values 

After personal reflection, I identified my personal and social values as efficiency, 

cooperation, altruism, helpfulness, fact-based decision-making, responsibility, 

stewardship, planning, long-term outlook, and perseverance. Even though I challenged 

myself to distill these values to my top three core values, I determined that these values 

were unique and should be included. 

After identifying my personal values, I searched for a succinct description of CQI 

values. What I learned was that some organizations communicate their values through 

their organizational culture. Many of the values are communicated through anecdotes or 

stories of activities in the organization. Yet other organizations relate their values through 

their practices, principles, and mission. Freed et al. (1997) stated that the ―basic premise 

of the quality principles is that they are a fundamental and philosophical culture value‖ 

(p. 10). They explained, ―quality principles are a personal philosophy and an 

organizational culture that uses scientific measurement of outcomes, systematic 

management techniques, and collaboration to achieve an institution’s mission‖ (italics in 

the original) (Freed et al., 1997, p. iv). 

Freed et al. (1997) distilled eight quality principles (including two aspects of 

leadership) from an extensive literature review and a national survey and identified the 

following quality principles: 

http://www.umn.edu/%20systemwide/strategic_positioning
http://www.umn.edu/%20systemwide/strategic_positioning
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 Are vision, mission, and outcomes driven: that is, the organization has a clear 

sense of direction and focus defined by its stakeholders. 

 Are systems dependent: that is, all actions are part of interactive and 

interdependent processes or systems, and a change in one part of the 

institution has an impact on the other parts. 

 Create a leadership that understands that the quality principles are integral 

part of the organization‘s culture and fundamental philosophy of doing 

business. 

 Display systematic individual development: that is, knowledge and skills of all 

members are continuously updated through education, training, and career 

planning. 

 Employ decisions based on fact: that is, the long-range success of a decision 

depends on the degree to which appropriate information has been gathered 

and considered. 

 Delegate decision making: that is, people who are involved in the day-to-day 

performance of an operation have the best knowledge of that operation and 

therefore should be involved in making decisions affecting that operation. 

 Ensure collaboration: that is, people who have a stake in an organization‘s 

outcomes should work together to define the processes that creates the 

outcomes. 

 Plan for change (the foundation for continuous quality improvement, 

reengineering, and reassessment of assumptions): that is, because change is 
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inevitable, it should be embraced and planning for change should be a daily 

priority. 

 Require supportive leaders: that is, having accepted the quality principles as 

an integral part of institutional culture, leaders must support this culture by 

designing systems and making the necessary resources available to implement 

the quality principles. (p. 11) 

I believe the continuous improvement or quality philosophies resonate with me 

because they are closely aligned to many of my personal and social values of efficiency, 

cooperation, altruism, helpfulness, fact-based decision making, responsibility, 

stewardship of resources, planning, long-term outlook, and perseverance. For example, 

one of my values is fact-based decision-making that can be characterized by objectivity, 

logic, and analysis. This approach to decision-making can be readily compared to Freed 

et al.‘s fifth principle, decisions based on fact. 

There are commonalities between my value of cooperation to collaboration 

mentioned seventh by Freed et al. as they both are defined in Merriam-Webster‘s online 

dictionary (1997) where cooperate is defined as ―to act or work with another or others: 

act together,‖ and collaborate is similarly defined as ―to work jointly with others or 

together especially in an intellectual endeavor.‖ Of all the values, the one that has the 

biggest impact for me is that of understanding dependency on systems. I believe, as Freed 

et al. (1997) stated, ―all actions are part of interactive and interdependent processes or 

systems, and a change in one part of the institution has an impact on the other parts‖ 

(p. 11). This notion can have a cause-effect relationship with some of my previously 
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stated values. An understanding of systems will move organizational focus from the 

benefits of an individual or a business unit to that of the entire organization.  

For me, systems thinking is aligned with my values of altruism, efficiency, 

cooperation and planning. For example, in systems thinking, one considers the whole, the 

entire system. When considering the entire system, an individual‘s perspective is in the 

best interest of the whole. Oftentimes, systems thinking leads to understanding of the 

greater good or altruism.  

The value of efficiency is evident in systems thinking as problems are solved by 

understanding the interdependencies of system components. When a problem is not 

viewed within the context of a system, the problem may not be solved but rather shifted 

from one unit to another or one employee to another.  

Cooperation is required to make a system work. Cooperation is also required to 

make improvements. Improvements transcend throughout the system requiring 

contributions from many business units or employees.  

Finally, the value of planning is required to design new systems, redesign current 

systems, or coordinate the efforts of many in achieving improvements throughout the 

system.  

Summary 

As higher education is currently in an environment in which traditional sources of 

funding are decreasing or are stagnate, and operating costs are increasing, higher 

education organizations have been forced to make changes to balance their budget. This 

study explored employee experiences of organizational change within the department of 
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student affairs at a public university. The approach utilized by the university leadership to 

bring about change included continuous quality improvement. 

As a researcher, I brought my past experiences with me as I conducted and 

interpreted the research. The experiences that are most likely to influence this research 

are my professional experiences in managing business units in a higher education 

institution. I have preferences for business practices (basically, CQI or TQM) that have 

produced desired results. Additionally, the values that have been instilled in me as a child 

or through experiences as an adult act as a magnet that attracted me to certain 

management theories and practices. 
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CHAPTER 2 

LITERATURE REVIEW 

“What do I mean by quality in education? Quality in education is what makes 

learning a pleasure and a joy.‖ (Tribus, 1995, p. 21) 

This study had its foundations in the concepts and practices of quality and 

continuous process improvement. In this chapter, a historical perspective of quality 

management and continuous process improvement in the United States is presented, 

followed by relevant quality activities in education and, more specifically, in higher 

education administration. 

History of Quality in the United States 

Since the formation of the United States, the practice of providing quality goods 

and services in many industries has evolved from craftsmanship through scientific 

management to the current state of quality (Juran, 1995; Maguad, 2006; Schultz, 1994). 

When the United States became an independent nation in the late 1700s, craftsmanship 

was the predominate approach to providing quality goods or services.  

Quality under craftsmanship was usually in good hands—the hands of the 

craftsmen. Achievement of quality was one of the essential skills learned by the 

apprentice. Most goods were sold locally, so the craftsman had a large personal 

stake in meeting his customers‘ needs for quality. (Juran, 1995, p. 554) 

As the Industrial Revolution expanded to the United States from Europe in the 

early 1800s, goods manufactured in factories were produced for less cost by machines 

and unskilled workers than those produced by craftsmen. The goods from the factories 
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were more affordable for the majority of the population that ―greatly increased the 

standard of living…and led to the rise of the large middle class‖ (Maguad, 2006, p, 183). 

As demand for more affordable goods grew, the number of factories increased and the 

number of independent shops decreased (Juran, 1995).  

Quality was not among the foremost of issues, especially when a century earlier 

certain commodities were scarce and enjoyed only by a privileged 

few.…Moreover, workers were so preoccupied with the intolerable working 

conditions imposed upon them by the capitalists that they had little time to think 

about quality. (Maguad, 2006, p. 183)  

In the late 1800s, the ―USA broke sharply with European tradition by adopting 

Taylor‘s system of scientific management‖ (Juran, 1995, p. 555). The reduction of tasks, 

each assigned to a different employee, was popularized in Principles of Scientific 

Management by Taylor (1911) throughout many industries (Maguad, 2006). 

The subsequent narrow scope of involvement of a given worker in the total 

product life cycle resulted in two problems: the work became repetitive and boring, and 

both the quality of the product and the speed required to sustain a profitable situation 

suffered (DeVor, Chang, & Sutherland, 1992).  

While Taylor‘s system was remarkably successful in raising productivity, it 

neglected the human relations factor and product quality. While ignoring the 

human relations problem, managers addressed the problem of product quality by 

creating inspection departments to monitor the quality of the finished products to 
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ensure that no defective goods reach the hands of the consumer. (Maguad, 2006, 

p. 185) 

Recognizing the problems of maintaining production speed, methods were created 

to outline management's expectations of workers and to maintain the flow in the system 

to achieve a steady and productive output. The ―foundations of time study, work 

standards, and wage incentives‖ (DeVor et al., 1992, p. 9) are also included in Taylor's 

book.  

Taylor once wrote, ―Hardly a competent workman can be found who does not 

devote considerable time to seeing just how slowly he can go and still convince 

his employer he is going at a good pace. Under our system a worker is told just 

what he is to do and how he is to do it. Any improvement he makes upon the 

orders is fatal to his success.‖ That observation is hardly an affirmation of human 

beings. Later in his life, Taylor regretted what the application of his theories had 

come to mean for workers. (Schultz, 1994, p. 233) 

―Taylor found out that human motivation, not just engineered improvements, 

could alone increase output. He also shifted his focus from individual parts to a systems 

approach to managing productivity‖ (Maguad, 2006, p.185). Taylor died in 1915 before 

he was able to establish reformulated practices (Maguad, 2006). 

In 1927, at Eastman-Kodak, Mogensen took motion pictures of people doing their 

jobs to plan the layout of machines and workspaces. He easily observed flaws or 

nonessential movements missed during on-location observations. He recognized that the 

person doing the job knew more about that job than anyone else and was the best person 
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to improve it. In addition to being credited for his contributions to work simplification, 

―work smarter, not harder‖ (Schultz, 1994, p. 79), he also was a pioneer of the flow chart 

and work process examination methods that are still in use (Schultz, 1994).  

The reactive practice of inspection included identifying then correcting or 

disposing of defective goods. Shewhart is credited with shifting the emphasis from 

identifying defective goods to the preventative practice of reducing or eliminating the 

number of defective goods produced by managing the production process.  

In the 1920s at Bell Labs, Walter Shewhart, a physicist, began to formulate a 

statistically based approach to quality control/improvement. It was Shewhart who 

first recognized the strong relationship between consistency of performance of 

products and their associated quality in terms of field performance. Furthermore, 

it was Shewhart who was able to link this concept with the manufacturing process 

in terms of its variation in performance. (DeVor et al., 1992, p. 10) 

Shewhart's concept was to detect and eliminate the sources of variation that could 

not be attributed to the routine operation of the process. He developed a statistical 

approach to manufacturing process variation based on the continual on-line monitoring, 

different from the off-line inspection of Taylorism (DeVor et al., 1992). The 

implementation of statistical monitoring of process variation allowed manufacturing to 

produce more goods at consistent and improved quality at a reduced cost. ―Quality, 

Shewhart noted, comes from the Latin word, qualis, meaning ‗how constituted‘‖ 

(Schultz, 1994, p. 6). These statistical process control methods, including control 
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charting, were introduced in Shewhart's (1931) book, Economic Control of Quality of 

Manufactured Product (DeVor et al., 1992). 

In March, 1938, at the invitation of Deming, Shewhart delivered four lectures to 

the USDA Graduate School summarizing how much could be gained by correlating the 

highly developed statistical methods of research used in agriculture to the statistical 

methods of control being used in industry to attain the economic control of quality of 

manufactured product.  

These lectures explaining quality control and process improvement were 

published, titled, Statistical Method from the Viewpoint of Quality Control (Kilian, 

1992). Shewart (1939) explained the utilization of statistics to improve quality through 

production process improvements as, 

Experience in the control of quality has provided a practical technique for 

detecting and eliminating assignable causes of variability in the production 

process until a state of statistical control is reached wherein predictions based 

upon the assumption of randomness will prove valid. By the elimination of 

assignable causes of variability, we make the most efficient use of raw materials, 

maximize the assurance of the quality of the manufactured product, minimize the 

cost of inspection, and minimize loss from rejections. Statistics in mass 

production can be made to pay good dividends, and has a bright future. (p. 47) 

Shewhart's proactive approach focused on the reduction or removal of assignable 

causes of variation in the production process to prevent nonconforming products from 
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being produced. Deming began developing a more comprehensive quality philosophy 

based on Shewhart‘s work (DeVor et al., 1992). 

During World War II, even though there were short courses offered on control 

charts and continual improvement methodology, they did not gain popularity or 

widespread use in industry. DeVor et al. (1992) speculated that the slow adoption of these 

practices was because ―top management was not aware of the overarching concepts that 

drive Shewhart‘s approach and hence did not understand the broad-based benefits of the 

process controls approach‖ (p. 12). 

After World War II, the United States economy was growing rapidly. 

Manufacturers had little competition from Europe or Japan because of damage to their 

factories during the war. The U.S. could sell products without great regard for reliability 

or durability and be profitable. As scientific management appeared to be successful at 

producing goods, there was no impetus to change factory management (DeVor et al., 

1992; Kilian, 1992; Maguad, 2006). 

In 1945, Sarasohn was sent to Japan to provide a means of communicating with 

the public through radio (Schultz, 1994). From his work in Japan he observed,  

Workers on the shop floor, their line-level managers, administrators, and 

executives throughout the organization, understood first hand the need for 

harmony and cooperation toward a common goal. The war and its aftermath 

demonstrated that they were all in a small boat and if it sank, all would drown 

together, regardless of title or position in the pecking order. 
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American businesses seemed beset on one hand with arrogant, 

unimaginative, and outright greedy management more interested in making as 

much money as possible as quickly as possible and, on the other hand, workers, 

especially unionized workers, accustomed to playing an adversarial role in search 

of their own piece of the pie. (Schultz, 1994, p. 77) 

As the United States flourished, on the other side of the world, ―Japan faced a 

daunting task of rebuilding its economy‖ (Maguad, 2006 p. 186).  

Japan had in fact in 1950 negative net worth. Japan was, as now, devoid of natural 

resources—oil, coal, iron ore, copper, manganese, even wood. Moreover, Japan 

had a well-earned reputation of shoddy consumer goods, cheap but worth the 

price. Japan must export goods in return for food and equipment. The battle could 

be won only with quality. (Deming, 1986, p. 5) 

Japan‘s goal became to increase exports through increasing product quality. 

Sarasohn and a group of Japanese scientists invited Shewhart to Japan. With Shewart‘s 

poor health, the group turned to Deming to provide a series of lectures (DeVor et al., 

1992; Kilian, 1992; Maguad, 2006; Schultz, 1994). 

Deming's approach to quality was comprised of four primary concepts: an 

appreciation for a system, knowledge of the theory of variation, the theory of knowledge, 

and psychology. Deming referred to the interrelation of these four bodies of knowledge 

as profound knowledge. Profound knowledge was the foundation that supported his 

theory and methods (Deming, 1992).  
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Results followed; ―Around 1955 the United States began increasing the amount of 

imported products from Japan‖ (Deming, 1993, p. 5). As the imports gradually improved 

in quality, the quantity of imports increased. The impact of this gradual change, that 

occurred perhaps over 30 years, was not recognized until the late 1970‘s (Deming, 1993). 

Deming (1986) explained, 

Analysis of successes and failures in the manufacturing industry reveals a 

changing concept of quality. Historically, the dominating concept on quality of 

goods or services was, a positive correlation of quality to the cost of production (it 

costs more to make higher quality products). (p. 11) 

Other pioneers also contributed significantly to the development of quality 

theories, principles, and tools during this period. ―Ishikawa is considered as the ‗father of 

quality circles‘ in Japan‖ (Maguad, 2006 p. 189). In 1943, Ishikawa developed a tool to 

analyze causes of a known effect, commonly referred to as a fishbone diagram because of 

the diagram‘s likeness to a fish skeleton (Maguad, 2006). He received the Order of the 

Sacred Treasure, Second Class, the Blue Ribbon Medal by the Japanese Government, 

and, in 1952, he received the Deming Prize (Schultz, 1994). ―A prolific writer, Ishikawa 

is the most prominent of the Japanese quality experts, not so much for original ideas or 

concepts as for his firm grasp of the requirements of total quality and his ability to 

disseminate that understanding to others‖ (Schultz, 1994, p. 128). 

In 1954, Juran was invited to Japan to conduct seminars on the managerial 

approach to quality control. This appears to be the first time quality control was dealt 

with from the overall management perspective (Imai, 1986).  
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Juran‘s quality philosophy contains many interrelated messages. However, key to 

his philosophy is the belief that quality does not happen by accident. It must be 

planned and that planning must begin with top management. He believes that the 

majority of quality problems are the fault of poor management rather than poor 

workmanship. (Schultz, 1994, p. 52) 

Macroprocesses, or the overarching systems of work, were a focus for Juran. He 

believed that ―the ideal macroprocess is effective, adaptable, efficient, measurable, 

controllable, and formalized…and provides added value as a return on the work done‖ 

(Schultz, 1994, pp. 53-54). He did not believe that improving microprocesses would 

solve major macroprocess problems. Another ―major component of Juran‘s philosophy is 

a sense that quality is freedom from deficiencies. He defines quality literally with the 

following equation: Quality = Frequency of Deficiencies/Opportunities for Deficiencies‖ 

(Schultz, 1994, p. 52). 

In his 1992 book, Juran on Quality by Design, Juran defined the quality mission 

for management on two levels: 

 The quality mission of the company is ―fitness for use‖ as perceived by the 

customers.… 

 The missions of individual departments in the company are to work according 

to specifications designed to achieve fitness for use. (Schultz, 1994, p. 52) 

Similar to Shewhart and Deming‘s PDSA approach to quality, Juran emphasized 

the need for planning, studying through statistical process control, and improvement. 

Specifically, Juran‘s quality trilogy is comprised of quality planning, quality control, and 



 

35 

quality improvement. Schultz (1994) explained, ―These activities are both separate and 

independent; they also involve all levels of the organization‖ (p. 57). 

As Japan continued improving the quality of their products after World War II, in 

1958, Feigenbaum visited Japan (Maguad, 2006).  

In Japan, Feigenbaum placed an emphasis on extending the quality tools and 

philosophies to every corner of the organization, calling his concepts ―Total Quality 

Control.‖ Japanese quality consultants and writers still cite Feigenbaum as the originator 

of the total quality concept, which he defines as ―an effective system for integrating 

quality-development, quality-maintenance, and quality-improvement efforts to enable 

marketing, engineering, production, and service to achieve full customer satisfaction.‖ 

(Schultz, 1994, p. 85) 

Feigenbaum believed that everyone in the organization was responsible for 

quality. He found that employees had a greater sense of belonging to the organization and 

generated more creativity when everyone was engaged in the effort (Maguad, 2006). 

Additionally, Feigenbaum used the metaphor of a hidden plant to explain the cost of 

quality that occurs when the work effort within a manufacturing plant is focused on 

rework of the goods that did not pass inspection or were returned by customers (Schultz, 

1994). 

Little change was made at that time in the management methods used in the 

United States. As Japan began to prosper with maturing quality methods, manufacturing 

in the United States was gradually becoming aware of the benefits. As the U. S. entered a 

recession, company executives became more open to new ideas. In 1979, with the 
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publication of his first book, Quality is Free, Philip Crosby became a leader in the quality 

field (Schultz, 1994). 

The stage for Crosby‘s later consulting and writing work was actually set during a 

legendary elevator ride in the late 1960s. His companion on the journey was his 

then boss, Harold Geneen, chairman of the board of ITT, for which Crosby had 

become director of quality. As the floors passed, Crosby argued a case for 

improved quality regardless of the business at hand…the cost of not doing things 

right, he told Geneen flatly, was at least 20% of corporate sales. Before the doors 

opened, Geneen agreed to back an attempt at a cultural revolution. (Schultz, 1994, 

pp. 91-92) 

Inline with Crosby‘s slogan, ―Quality is free. But it is not a gift.‖ (p. 105), he 

provided a 14-step process as a guideline for developing an attitude throughout the 

organization to achieve quality improvements (Schultz, 1994). Additionally, Crosby 

(1999) articulated his approach through his Four Absolutes of Quality: (a) Quality is 

conformance to requirements, not goodness or elegance. (b) The system of quality is 

prevention, not appraisal or inspection. (c) The performance standard is zero defects, not 

‗that‘s close enough‘. (d) The measurement of quality is the price of non-conformance or 

the cost of quality, not quality indices. These four principles, especially the zero defects 

(ZD) approach, proved successful in the Pershing missile production during the Cold War 

(Schultz, 1994): ―Popularizing the disciplined ZD approach to quality and broadening the 

overall focus of quality efforts to integrate them into the corporate culture are his two 

primary contributions to the field‖ (p. 92). 
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On June 24, 1980, NBC broadcast, If Japan Can...Why Can't We? featuring 

Deming (Kilian, 1992; Schultz, 1994). The broadcast highlighted successes in Japan and 

articulated issues related to the recession in the United States. The national attention 

thrust quality into U.S. industry almost instantly. Quality leaders Deming, Juran, and 

Crosby rose in popularity and were referred to as quality gurus (Maguad, 2006; Schultz, 

1994).  

As quality methods matured during the 1980s in Japan, more concepts and tools 

were discovered. Three such contributors were Taguchi, Akao and Kano. Taguchi 

developed the quality loss function: ―Taguchi defined this loss as ‗costs incurred or 

profits foregone relative to some baseline of performance‘‖ (Maguad, 2006, p. 190). 

Akao is credited for quality function deployment (QFD) where the critical aspects of 

quality are distributed throughout design and manufacturing processes (Schultz, 

1994).And developed the house of quality model that consists of six primary components. 

The ground beneath the house represents the general education and mores of 

society. Upon that rests the organizational foundation of intrinsic technology, then 

a ground floor of motivational approaches. Three pillars, concepts, techniques and 

vehicles, hold up the roof of the organization, that is, its purpose, which is 

assuring quality. (Schultz, 1994, pp. 155-156)  

Additionally, Kano (1996) developed the methodology of Attractive Quality 

Creation (AQC) which considers (a) what features of an existing product can be added or 

improved (b) the customer‘s actual product usage and (c) the customer‘s behavior for 

innovative designs satisfying their latent needs. 
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These quality practices were consolidated under the umbrella of Kaizen. ―Kaizen 

means improvement. Moreover it means continuing improvement in personal life, home 

life, social life, and working life. When applied to the workplace Kaizen means 

continuing improvement involving everyone–managers and workers alike‖ (Imai, 1986, 

p. xxix). The next generation of improvements to quality methodology were the methods 

and techniques developed at Toyota Motor Company referred to as Just-In-Time (JIT) or 

Lean production: 

From a philosophical view, lean can be defined as waste reduction. Anything in 

the process that does not add value for the customer should be eliminated. From a 

systems viewpoint, lean refers to a group of techniques or systems focused on optimizing 

group processes. (Maguad, 2006, p. 196) 

Simultaneously, in the early 1980s, Motorola was pioneering Six Sigma. Six 

Sigma strategies focus on four major processes: change management, innovation, 

problem solving, and project management. DMAIC, an acronym for process steps: 

define, measure, analyze, improve, and control problem solving, is another prominent 

characteristic of Six Sigma. Staff training in these four major process and DMAIC is 

rigorous.  

Six Sigma can be understood from four various perspectives: 

First, as a metric, it can be considered a statistical measure of process 

performance. The Six Sigma methodology is based on the value (6σ) used to 

calculate process capability….Second, Six Sigma can be considered a 

methodology that combines rigorous statistical analyses of problems with a host 
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of statistical tools to address a variety of problems, to reduce variation, and to 

optimize and control process output.…Third, six Sigma can also be considered as 

a philosophy of management that links improvement targets to both an 

organization‘s strategy and its business results.…Fourth, the Six Sigma process 

can become part of an organizational culture that promotes near-perfect 

performance in organizational processes. (Maguad, 2006, p. 197) 

Staff who have attended orientation and awareness courses are white belts while 

those with advanced training in one or more specialties are distinguished as master black 

belts, analogous to the designation of expertise levels in the Japanese sport of karate 

(Maguad, 2006). 

Quality standards also emerged, and their use has become increasingly 

widespread. ―During the 1980s the countries of Western Europe began to use the 

International Standards Organization‘s ISO 9000 series of standards as the basis for 

judging the adequacy of the quality control systems of companies‖ (Juran, 1995, p. 595). 

―The ISO prefix comes from iso, which is a scientific term for equal. ISO certification 

means that an organization is assured to have quality equal to their peers‖ (Maguad, 

2006, p. 193). However, simply meeting standards is no guarantee of quality. Juran 

(1995) described the strengths and weaknesses of the standards: 

The ISO standards have a degree of merit. The criteria define a comprehensive 

quality control system. The certification process may well get rid of the plague of 

multiple assessments which have burdened suppliers in the past. However, the 

criteria fail to include some of the essentials needed to attain world-class quality, 
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such as personal leadership by the upper managers; training the hierarchy in 

managing for quality; quality goals in the business plan; maintaining a 

revolutionary rate of quality improvement; participation and empowerment of the 

workforce. (p. 595) 

In 1981, President Ronald Reagan mandated a national conference on 

productivity. At the same time, professional groups, such as the American Society of 

Quality Control, the National Advisory Council for Quality, and the American 

Productivity and Quality Center (APQC), led cooperative efforts to raise the nation's 

consciousness on quality. In 1983, APQC recommended that a national quality award 

similar to the Deming Prize be instituted (Dooley, Bush, Anderson, & Rungtusanatham, 

1990). The Deming Prize is a silver medal engraved with a profile of Deming that the 

Japanese established in 1951 to recognize organizations providing outstanding quality 

(Kilian, 1992). A committee of public and private sector leaders was formed to draft the 

criteria for the award. On August 20, 1987, President Reagan signed into law the 

Malcolm Baldrige National Quality Improvement Act, named after the late Secretary of 

Commerce. ―The award examination is based upon a rigorous set of criteria that consist 

of seven major categories: leadership, strategic planning, customer and market focus, 

information and analysis, human resource focus, process management, and business 

results‖ (Maguad, 2006, p. 198). The first winners of the Malcolm Baldrige National 

Quality Award were in 1988: Globe Metallurgical, Inc.; Motorola, Inc.; and the 

Commercial Nuclear Fuel Division of Westinghouse Electric Corporation (Dooley et 

al.,1990).  
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The national award was a basis and inspiration for state awards which used 

similar criteria. As utilized by the participants in this study, the state of Minnesota 

initiated the Minnesota Quality Award (MQA) in 1990. The national award continues to 

evolve and expand. In addition, business sectors or categories, Baldrige criteria were 

developed for Government, Health Care and Education (National Institute of Standards 

and Technology [NIST], n.d.). 

Quality in Education 

The Baldrige has parallel criteria for educational organizations. The original 

seven criteria of the Baldrige Award were modified for education in 1995 and piloted 

(Karathanos & Karathanos, 1996). Although the category was established in 1999, the 

first Baldrige Awards were given to three organizations: the University of Wisconsin-

Stout, the Pearl River School District in New York, and the Chugach School District in 

Alaska in 2001 (NIST, n.d.). The three primary purposes of the education criteria are:  

to help improve organizational performance practices, capabilities, and results, to 

facilitate communication and sharing of information on best practices among 

education organizations… and to serve as a working tool for understanding and 

managing performance and for guiding organizational planning and opportunities 

for learning. (NIST, 2008, p. 48) 

Although winning the Baldrige Award in Education provides national recognition 

for the institution, the primary value of the Baldrige is the framework and guidance it 

provides to leaders for assessing, conceptualizing and pursuing organization performance 

effectiveness and excellence goals (Ruben, 2004). The Baldrige award framework is 
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comprised of seven categories that were derived from interrelated values and concepts. 

These values and concepts focus on the ―beliefs and behaviors found in high-performing 

organizations. They are the foundation for integrating key performance and operational 

requirements within a results-oriented framework that creates a basis for action and 

feedback‖ (NIST, 2008, p. 48).  

For example, the relationship between the first core value, visionary leadership 

and the first category, leadership, Hertz (2007), the Malcolm Baldrige National Quality 

Program Director, in his forward to Transformation to Performance Excellence: Baldrige 

Education Leaders Speak Out, explains: 

Visionary Leadership is the first of the Baldrige 11 Core Values—embedded 

beliefs and behaviors found in high-performing organizations—and it is no 

accident that Leadership is also Category 1 in the Baldrige Education Criteria for 

Performance Excellence. It asks how senior leaders guide and sustain their 

organization, how they communicate with faculty and staff and encourage high 

performance, and how they serve as role models through their ethical behavior—

behavior that reinforces values and expectations while building leadership, 

commitment, and initiative throughout the organization. (Cokeley, Byrnes, 

Markely, & Keely. 2007, p. ix) 

The core values and concepts, as listed in the NIST Education Criteria for 

Performance Excellence (2008), are: ―visionary leadership, learning-centered education, 

organizational and personal learning, valuing workforce members and partners, agility, 

focus on the future, managing for innovation, management by fact, social responsibility, 
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focus on results and creating value, and systems perspective‖ (p. 48). These 11 values 

and concepts are embedded into systematic processes that comprise six of the seven 

categories. The end products of these six processes are synthesized into the seventh 

category on results. 

The Baldrige Award has influenced accreditation models. One such model that 

has evolved with the Baldrige influence is the accreditation process called the Academic 

Quality Improvement Project (AQIP) created by North Central Association (Ruben, 

2004). Another example is the Excellence in Higher Education (EHE) which adapts the 

Baldrige to the colleges and universities. Ruben (2004) explains, ―The EHE framework 

uses language of higher education and is designed to be adaptable to the mission of an 

institution—or of any academic or administrative department within an 

institution‖ (p. 160). Where the Baldrige is designed for use by a broad range of 

education organizations such as: kindergarten through twelfth grade schools, higher 

education and corporate training centers; the EHE is a framework to primarily focus on 

the missions of higher education scholarship, research and outreach (Ruben, 2004).  

With the emerging awards and accreditation process incorporating quality 

methodologies, it might be assumed quality had not previously existed in education. This 

is not true. ―A concern for quality is not new in higher education: Colleges and 

universities have always been engaged in the pursuit of excellence. What is new is the 

changing definition of quality—a change from focusing on quality teaching to quality 

learning‖ (Freed, Klugman, and Fife, 1997, p. 7). 
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The adoption of quality practices and principles in higher education began in the 

early 1980s. By the late 1980s and early 1990s, few higher education institutions were 

implementing quality principles. During this period of time, ―most institutions questioned 

whether continuous quality improvement was appropriate for education‖ (Freed & 

Klugman, 1997, p. xi). Many in the education field were challenged with the language 

used in the quality field as it related strongly to the delivery of products and services. The 

concept of a consumer or customer of education services was a frequent topic of debate 

(Ruben, 2004). 

Freed et al. (1997) reported, ―The first three institutions to become thoroughly 

involved in the quality movement seemingly were Northwest Missouri State University 

in 1981, Fox Valley Technical College in 1986, and Oregon State University in 1989‖ 

(p. 28). These institutions although very different, had one thing in common, presidents 

with long-term commitments to apply quality improvement practices. With the success of 

these institutions, more became interested in the application of quality principles in 

higher education. The early adopters included community colleges, four-year 

independent colleges and universities, and four-year public institutions. These 

institutions, although distinctly different from each other, found that continuous quality 

improvement was appropriate to their situations (Freed & Klugman, 1997).  

In addition to the influence of university leaders, awards and accreditation 

processes, many educational organizations and staff were influenced by business and 

industry directly. In 1989, companies including Xerox, Procter & Gamble, Motorola, and 
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Texas Instruments, sponsored the TQM University Challenge and the Total Quality 

Forum series for colleges and universities. ―The two primary aims of the forums were: 

 To encourage the application of total quality to teaching, curriculum, and 

research, with major initial emphasis on colleges of business and engineering. 

 To encourage the application of total quality in running colleges and 

universities.‖ (Roberts, 1995, p. 8) 

Senior business leaders, Bob Galvin of Motorola and David Kerns of Xerox, 

based on the belief that total quality implementation in higher education must have the 

informed support and the active participation of its senior leadership, shared their 

perspectives with senior academic leaders (Roberts, 1995). 

At the 1989 Xerox Quality Forum, Bob Galvin, then chairman of the board of 

Mototola, responded to a faculty member who asked what courses should be eliminated 

in order to add courses on quality in business school curricula. Galvin‘s response:  

What do you give up? I wonder if it‘s fair to ask of you, as we in industry have 

been obliged to ask of ourselves, ―How efficient are you? Why can‘t you teach 50 

percent more in a year than you‘re now teaching?‖ Not one percent. It‘s this big 

step-function phenomenon. Why can‘t you in two or three years change your 

curricula? Decide that you‘re going to add all these things in two or three years, 

and do it. That is what we in industry are having to do to serve our customers. 

(Roberts, 1995, p. 7) 

At the 1991 Total Quality Forum, Bob Galvin introduced the second initiative, the 

TQM University Challenge. As of fall 1994 about 22 companies and 40 universities were 
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involved in partnerships which included visits to the company by about 100 faculty and 

administrators, several days of training, and visits by the company to support the 

application of total quality ideas and tools (Roberts, 1995). Additionally, through the 

influence of many of the same business leaders, the National Science Foundation (NSF) 

set up a research program for total quality awarding grants in 1995, which ―legitimizes 

total quality as a field in which academic research is possible‖ (Roberts, 1995, p. 9). 

One example of the TQM University Challenge was the partnership between 

Oregon State University (OSU) and the Xerox Corporation. A small pilot at OSU 

utilizing quality practices and principles occurred after OSU staff, trained by Xerox, 

created a facilities team that resulted in 23% reduction in the average duration of a 

remodeling job (Rudolph & Howard, 1995). Additional gains from early improvements 

in administrative process were noted. Sterns and Tseng (1993) reported, "University of 

Kansas reduced the amount of time to process student work-study applications by 500%; 

the percentage of faculty grades handed in on time increased 300% at Connecticut 

College; transcript request time was reduced by 85 days at Samford University" (p. 45). 

Harris (1992), president at Samford University was involved in their quality effort, 

Student First Quality Quest. He defined the key concepts of Samford‘s quality 

improvement and for higher education institutions as: customer orientation, constancy of 

purpose, continuous improvement, leadership, and statistical thinking.  

Institutions noted for their early implementation of major curricular changes to 

their undergraduate business or MBA programs included: ―Rochester Institute of 

Technology, Babson College, The University of Kansas, Oregon State University, 
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Portland State University, The University of Tennessee, Arizona State University, The 

Keller School of Management, The University of Chicago (Roberts, 1995, p. 9). A five 

year study conducted between 1991 and 1995 by Quality Progress on how many 

community colleges and four-year public and private colleges and universities offer 

courses in quality improvement and whether they apply the quality principles in 

managing their institutions found the number of institutions steadily increased. An 

increase of 14 to 83 community colleges and 78 to 220 four-year colleges and universities 

(Freed et al., 1997). 

Freed and Klugman (1997) reported that colleges and universities interest in 

continuous improvement increased dramatically in 1991 and 1992 as problems facing 

higher education grew. In their study, 168 institutions responded to a survey indicating 

their institution was actively implementing quality improvement. For their study, quality 

principles were defined as a, ―personal philosophy and an organizational culture that use 

scientific measurement of outcomes, systematic management techniques, and 

collaboration to achieve the institution‘s mission‖ (Freed et al., 1997, p. 44). From the 

responses, the following 12 lessons learned were determined:  

1. Systems thinking is imperative. 

2. Institutional culture must change. 

3. Quality culture leadership is critical. 

4. An effective communication system is necessary. 

5. Professional development is essential. 

6. Build partnerships with stakeholders. 
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7. Implementation is time-consuming. 

8. Keep quality improvement efforts visible. 

9. Skeptics are valuable. 

10. Don‘t leave anyone out. 

11. Language affects communication. 

12. Just get started. (Freed & Klugman, 1997) 

A survey conducted by the Public Higher Education Program at the Rockefeller 

Institute explored the various improvement strategies utilized in higher education during 

the first half of the 1990s (Burke, 1998). The survey explored several factors, some of 

which included other approaches to improvement in administrative processes such as the: 

planning process, budget plans, selective versus across-the-board cuts, expenditure 

reduction versus revenue increases, functional area cuts, institutional productivity and 

efficiency, organizational restructuring, privatization, revising missions. The study found 

that, faced with a budget crisis, 85.6% of the institutions researched formed a planning 

group; 8.9% created long-term plans, 24.4% created middle-term plans, 26.7% had short-

term plans, and 14.4% had no plans. The remainder, 25.6% had a combination of plans 

(Burke, 1998). Some institutions selected reducing costs (57.5%) over raising revenue 

(42.5%). Of those who responded to the study, 38.9% reduced budgets across the board, 

while 55% made selective cuts. Functional area cuts were primarily in maintenance and 

operations and institutional support. ―Functional cuts from the most to the least severe 

ranked: a tie between Maintenance and Operations and Institutional Support for first 

place, followed by Academic Support, Student Services, Public Service, Instruction and 
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Departmental Research and lastly Organized Research‖ (Burke, 1998, p. 10). Institutions 

indicated their actions for increasing productivity and efficiency as 58% increase class 

size, 53% use of technology, 46% increasing ratio of part-time to full-time faculty, 41% 

increased faculty teaching load, 39% reducing faculty in low-enrollment fields, 27% 

reduced time-to-degrees and, 14% for retraining faculty relating their focus was on 

undergraduate instruction over administration (Burke, 1998). Overall, the institutions 

employed multiple strategies to realize their improvement goal(s). 

 As the cusp of the new millennium, in 1999, the Baldrige Award for education 

was established and in 2001, it was first awarded. ―Within higher education, Belmont 

University, Northwest Missouri State University, and the University of Missouri-Rolla 

played an early and visible leadership role in applying the Baldrige framework to 

institutional assessment and in achieving state recognition, and in 2001 the University of 

Wisconsin-Stout became the first university to win a national Baldrige award‖ (Ruben, 

2004, p. 159). Another indicator of adoption is participation in the EHE program. During 

this same period the EHE program had been implemented by approximately fifty 

academic and administrative departments and twenty colleges and universities, including: 

University of Wisconsin - Madison, University of California - Berkeley, State University 

of New York - Buffalo, Howard University, University of Illinois, University of 

Massachusetts, University of Texas - Austin, Penn State University, California State 

University, Fullerton, the University of Pennsylvania, Marygrove College, Raritan Valley 

Community College, Seton Hall University, State University of New York - Binghamton, 
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Excelsior College, University of Cincinnati, University of San Diego, Miami University, 

MIT, Princeton, and Rutgers.‖ (Ruben, 2004, p. 175) 

The literature on quality practice and principles in higher education largely 

provides insights and status of early adopters or successful implementations. One study 

provides insights to an implementation that failed at a large, Midwestern, research, land-

grant university. McLean (2005), reported failed outcomes from the first attempt to 

implement quality practices and principles through an organizational development 

perspective. The 15 observations included insights ranging from understanding the theory 

of change to the ownership and accountability of the change. In addition to noting the 

observations contributing to the failure, it is also important to note factors that were not 

mentioned as observations. For example, access to expert resources, funding or 

appropriate employee training were not listed as barriers to success. 

Another perspective in understanding successes and failures from quality practice 

and principle implementations is from the lived experience of the employees within the 

organization. The employee experiences and observations may be as unique as the 

individual employee or as similar as a single change effort. One research methodology 

that provides a lens into understanding variation of the lived experience is 

phenomenographic research. 

Applications of Phenomenographic Research 

In the application of phenomenographic research, ―the major focus has been on 

finding critical differences in which central phenomena, concepts, and principles in 

specific domains are understood‖ (Marton, 1994, p. 4429). Phenomenographic research 
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has been used in various areas, one of which is learning where conceptions of various 

content domains was studied. ―This thread of research includes the Dahlgren (1980) 

study of economic conceptions; the Lybeck (1981) study of the student conception of 

proportionality; the Johnasson et al. (1985) study of student understandings of 

mechanics‖ (Pang, 2003, p. 147). Additionally, Saljo, Pramling, and Marton that 

investigated the ―act of learning, and focused on studying learners conceptions of what 

learning actually is‖ (Pang, 2003, p. 147) through phenomenographic research 

methodology. 

In this study phenomenographic research has been used to provide a perspective 

to understand the differences in which central phenomena, concepts, and principles in 

quality practices and principles are understood. 

Summary 

An historical perspective of the concepts and practice of quality were presented 

with a focus on quality activities in the United States and more specifically in higher 

education administration. In the 1700s as the United States was forming a new nation, the 

prevailing quality practice was craftsmanship. Craftsman produced products in their 

entirety and passed along their craft by training apprentices and journeymen. As the 

Industrial Revolution expanded to the U.S. from Europe in the 1800s, manufactured 

products became affordable to the middle class. Scientific Management and the function 

of off-line inspection, largely defined by Taylor, became the widespread quality practice. 

In 1930‘s Shewhart introduced the concept of preventing defects instead of identifying 

them and repairing them through methods including Statistical Process Control. Although 
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these methodologies were used slightly during World War II, they weren‘t embraced 

until after the war, and then it was Japan, not the U.S. that utilized them. By the 1980s, 

Japan‘s prevailing quality practices set them up as leaders in the global economy. As the 

U.S. was in an economic recession, business leaders became more open to the quality 

practices, commonly referred to as TQM (Total Quality Management) or CPI 

(Continuous Process Improvement). Toward the end of the century, these quality 

practices became more comprehensive and were implemented in more industries. 

Awards, standards and accreditations were created or revised to support the integration of 

evolved quality practices in everyday work life. This understanding provides the 

foundation for the research data to be collected. Research methodology and data 

collection methods will be discussed in Chapter 3. 
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CHAPTER 3 

METHODOLOGY AND METHODS 

The purpose of this study and research question were presented in Chapter 1, 

followed by the context and historical background through a review of the literature 

related to the purpose and question in Chapter 2. The research was conducted using 

phenomenography as it best fit the research question. In Chapter 3, the research 

methodology of phenomenography, including history and epistemology, is presented 

followed by a detailed account of data collection methods.  

Phenomenography 

The origin, the research methodology and related methodologies provides 

background on phenomenography. It is further explained through strengths and 

weaknesses of phenomenographic research and notable applications of this methodology 

in studies. Trustworthiness and dependability are criterion for quality in interpretive 

research and are described in the phenomenographical context. 

Origins 

Phenomenography is etymologically derived from the Greek word phainomenon 

meaning appearance or observation, and graphein meaning descriptive or written, 

resulting in a description of appearances (Hasselgren & Beach, 1997; Pang, 2003). 

Sonneman (1954) first used the term, phenomenography, in an article to distinguish 

psycho-pathological research from other research methodologies (Hasselgren & Beach, 

1997). In the early 1970s, in a set of studies on learning by university students at the 

University of Göteborg, Sweden, phenomenography emerged as a research specialization. 
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Marton (1981), in his work, Phenomenography–Describing Conceptions of the World 

around Us, formalized the term phenomenography (Pang, 2003). Marton (1981) defined 

phenomenography as ―research which aims at description, analysis, and understanding of 

experiences; that is, research which is directed towards experiential description‖ (p. 180). 

Phenomenography has a heterogeneous background. Two of the most influential 

bodies of knowledge have been from the works of Jean Piaget in the 1950s and 1960s and 

Gestalt psychology in the 1930s and 1940s. Piaget was known for his field observation 

techniques in child cognitive psychology (Marton, 1981). Gestalt psychology was based 

on the premise that the brain organizes perceptions in a holistic manner. Wertheimer 

(1945), who founded Gestalt psychology, proposed that experiences are unique wholes 

and can not be predicted by putting little parts of information together (Marton, 1981).  

Phenomenographic Research 

Svensson (1997) explained phenomenography epistemology as: ―Knowledge was 

seen as the meaning of and the understanding of wholes or complexes representing 

objects or phenomena‖ (p. 163). A whole phenomenon may not be experienced or 

described by an individual. Marton (1981, 1994) asserted that one individual‘s interview 

may share multiple phenomena, while other interview texts may reveal a portion of a 

phenomenon. Säljö (1997) further explained, ―The approach focuses on the object of 

inquiry that is referred to either as conception (in Swedish: uppfattning) or way of 

experiencing, which is the term preferred in recent studies‖ (italics in original) (p.175). 

Marton (1994) explained:  
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[within] the interviews the participants in the research are invited to reflect on 

their experience of the phenomena dealt with. They are supposed to adopt an 

attitude which is similar to that of philosophers who exercise the Husserlian 

method of phenomenological research. When the interviews have been 

transcribed verbatim, and the analysis has begun, it is the researcher who is 

supposed to bracket preconceived ideas. Instead of judging to what extent the 

responses reflect an understanding of the phenomenon in question which is 

similar to their own, he or she is supposed to focus on similarities and differences 

between the ways in which the phenomenon appears to the participants. 

As the same participant may express more than one way of understanding 

the phenomenon, the individual is not the unit of analysis. The borders between 

the individuals are temporarily abandoned, as it were. The transcripts originating 

from the different individual interviews together make up undivided—and usually 

quite extensive—data to be analyzed. (p. 4428) 

After the interviews are transcribed, the transcripts are analyzed through 

systematic reduction revealing relevant quotes. The quotes are grouped based on 

similarities and differences in understanding a phenomenon. The detailed steps of data 

analysis are described in greater detail later in this chapter; below is a description of the 

next steps in the analysis process. 

After the relevant quotes have been grouped, the focus of attention is shifted from 

the relations between the quotes (expressions) to the relations between the groups. 
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It is necessary to establish what are the critical attributes of each group and what 

are the distinguishing features between the groups. (Marton, 1994, p. 4428) 

The groups are differentiated through descriptions given in a rather brief and 

general form of categories (Svensson, 1997). In determining the description for the 

category or label, 

the aim is to both preserve the specific content of the phenomena in the 

description and to focus on some more fundamental characteristics. The 

characteristics searched for are those representing whole-characteristics of the 

phenomena as conceptualised [sic]. The aim is to describe the phenomena in 

terms of their essential meaning (Svensson, 1997, pp. 167-168). 

After the categories of description are developed,  

there are logical relations to be found between the categories of description and, 

as they represent different capabilities for seeing the phenomenon in question in 

relation to a given criterion, a hierarchy can be established. This ordered complex 

of categories of descriptions has been referred to above as the ‗outcome space‘ 

(Marton, 1994, p. 4428). 

―The categories of description and the outcome space are the main results of a 

phenomenographic study‖ (Marton, 1994, p. 4428). The outcome space is an ordered set 

of categories of description defined by their relationship, not a list of themes as is found 

in phenomenological study. 
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Related Methodologies 

 Phenomenography can also be understood through a comparison to other 

research methodologies. Frequently, phenomenography is compared to phenomenology 

and grounded theory. 

 Phenomenology is similar to phenomenography in its underlying philosophy of 

focusing on Husserl‘s explanation of human experience. Marton (1981) described both 

phenomenography and phenomenology as conceptions of phenomena and as relational, 

experiential, content-oriented, and qualitative (Ashworth, 1998; Richardson, 1999). 

However, they differ in the analysis of the phenomena. In phenomenology, ―the concrete 

content is preserved in the reduction making possible an identity between the noema and 

noesis (object and thought)‖ (Svensson, 1997, p. 168). In phenomenography, ―reduction 

and abstraction can be made in different ways giving different relations to and 

descriptions of the object (the conception described)‖ (Svensson, 1997, p. 168). 

Hasselgren and Beach described the difference using learning as their example. ―While 

most phenomenographers tend to view the descriptions of outcomes of learning as the 

phenomenographic enterprise, phenomenological criteria concern questions directed 

toward the essences of experiences, such as for instance, experiences of learning‖ 

(Hasselgren & Beach, 1997, p. 199). 

To compare phenomenology and phenomenography further, van Manen (1990) 

stated, ―Phenomenology is less concerned with the…peculiarities or differences of the 

meaning structures of human experience‖ (p. 40). ―Phenomenology appeals to our 

immediate common experience in order to conduct a structural analysis of what is most 
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common, most self-evident to us‖ (van Manen, 1990, p. 19). In other words, 

phenomenologists aim to identify and describe the similarities, or what is most common, 

among the interviewees‘ experiences. 

Comparatively, ―most often the purpose of phenomenographic analysis is the 

development of categories of description denoting different ways of understanding 

phenomenon, with these then ‗giving‘ a map of the ‗collective mind‘‖ (Hasselgren & 

Beach, 1997, p. 193). Restated, phenomenographers aim to collect and describe the 

critical aspects of the different ways a phenomenon is experienced. 

Grounded theory is similar to phenomenography in its analysis of qualitative data. 

Glazer and Strauss (1967) described methods in which data from interviews are coded 

into themes and categories. As relationships between the categories are sought, the 

categories are further defined. Grounded theory differs from phenomenography as it 

explains instead of describes the phenomena. ―The purpose of grounded theory method 

is, of course, to build theory that is faithful to and illuminates the area under study‖ 

(Strauss & Corbin, 1990, p. 24). 

Strengths and Weaknesses of Phenomenographic Research 

The strengths of phenomenographic research include strengths of this genre of 

research, referred to by some as interpretive and by others as qualitative research. Strauss 

and Corbin (1990) offered their reasons for conducting qualitative research: 

Some researchers…come from a scientific discipline, such as anthropology, or 

adhere to a philosophical orientation, such as phenomenology, both of which 

traditionally advocate the use of qualitative methods for data gathering and 
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analysis, whose use has given satisfactory results. Another reason is the nature of 

the research problem. Some areas of study naturally lend themselves more to 

qualitative types of research, for instance, research that attempts to uncover the 

nature of persons‘ experiences with a phenomenon, like illness, religious 

conversion, or addiction. Qualitative methods can be used to uncover and 

understand what lies behind any phenomenon about which little is yet known. It 

can be used to gain novel and fresh slants on things about which quite a bit is 

already known. Also, qualitative methods can give the intricate details of 

phenomena that are difficult to convey with quantitative methods. (p. 19) 

―Another reason for using qualitative methods is that for particular outcomes no 

acceptable, valid, and reliable quantitative measures exist‖ (Patton, 1990, p. 130). Patton 

(1990) explained the following reason for conducting qualitative research more 

comprehensively: 

The state of the art in social science measurement is such that a number of 

desirable outcome measures still elude precise measurement. Where outcome 

measurements have not been developed and tested, it is more appropriate to 

gather descriptive information about what happens as a result of program 

activities than to use some scale that has the merit of being quantitative but whose 

validity and reliability are suspect. (p. 130) 

More specifically, a strength of phenomenography, if compared to other 

interpretive research methodologies, is the unique set of characteristics describing the 
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experienced differences of a phenomenon referred to as categories of description and 

explained later in this chapter.  

Criticisms of interpretive or qualitative research most frequently note the lack of 

objectivity and generalizability, and its subjectivity. Borg and Gall (1989) discussed 

objectivity and subjectivity when they referred to experimenter effect, the notion that data 

distortions could occur due to researcher biases or expectations. Van Manen (1990) 

explained that the more common research methodology‘s ―scientific requirement or 

standards of objectivity and subjectivity need to be re-conceived‖ (p. 20). He defined 

objectivity as occurring when ―the researcher is oriented to the object, that which stands 

in front of him or her. Objectivity means that the researcher remains true to the object‖ 

(italics in original) (van Manen, 1990, p. 20). In this same context, van Manen (1990) 

defined subjectivity as:  

perceptive, insightful, and discerning as one can be in order to show or disclose 

the object in its full richness and in its greatest depth. Subjectivity means that we 

are strong in our orientation to the object of study in a unique and personal way—

while avoiding the danger of becoming arbitrary, self-indulgent, or of getting 

captivated and carried away by our unreflected preconceptions. (italics in 

original) (p. 20) 

Hammersley (1989) described the dilemma of qualitative research as, ―on the one 

hand, social phenomena cannot be understood without taking account of subjective as 

well as objective factors; yet, at present we have no way of capturing subjective factors 

that meet the requirements of science‖ (p. 4). To address this concern, Richardson (1999) 
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described the Husserlian approach to phenomenological reduction that ―consisted in 

suspending one‘s beliefs concerning the existence of perceptual object in order to focus 

on their intrinsic properties or essences‖ (p. 59). Husserl (in Richardson, 1999) 

―described this process as ‗abstention‘ (epoché) or ‗bracketing‘ (Einklammerung), 

analogous with the use of brackets in algebraic formula‖ (p. 59). 

More specifically, three criticisms of phenomenography were identified by 

Entwistle (1997): 

Challenges to the approach have come from both quantitative researchers who 

question the subjectivity involved in establishing categories of description, from 

qualitative researchers who see benefits in other methods, and from theorists who 

see phenomenography as an errant branch of some better established 

methodological tradition. (p. 128) 

Entwistle viewed these criticisms not as an undermining of the value of the 

phenomenographic approach or the credibility of its findings, but as a caution to 

researchers. Entwistle (1997) provided four cautions for phenomenographic researchers. 

First, it is essential that interview questions be posed in a way that allows the participants 

to account for their actions within their own frame of reference. Second, ―the categories 

of description which are the outcomes of phenomenographic analysis need to be 

presented with sufficient extracts to delimit the meaning of the category fully, and also to 

show, where appropriate, the contextual relationships which exist‖ (Entwistle, 1997, 

p. 132). Third, 
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great care must be taken in establishing the categories in ways which most fairly 

reflect the responses made, and discussions with others in the process of 

formulating the reported categories will be an important safeguard. The 

possibility of gender differences in identifying categories should also be kept in 

mind. Even then, the categories need to be treated as provisional descriptions. 

They will remain to some extent subjective interpretations, which further research 

will challenge and modify. It is important to recognise [sic] that qualitative 

research is necessarily interpretative, developing like historical research as much 

from contested interpretations as from definitive findings. (Entwistle, 1997, 

p. 132-133) 

And, fourth, as phenomenography explores the relationships between the 

categories of description, ―it is usually previous studies which will suggest the most 

salient aspects to consider‖ (Entwistle, 1997, p. 133). 

Above all, this stage involves the researcher in an analysis of the meaning of each 

category in relation to every other one, a consideration of individual variations in 

the ways each category is exemplified by individual respondents, and a thorough 

logical analysis of meaning of these differences. (Entwistle, 1997, p. 133) 

The great care that is taken in the formation of the categories of description can 

also be considered from the perspective of reproducibility. Reproducibility, a canon for 

quality research that strengthens credibility for a study, was discussed by Strauss and 

Corbin (1990) in the context of grounded theory, but which can also apply to 

phenomenography: 
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Given the same theoretical perspective of the original researcher and following 

the same general rules for data gathering and analysis, plus a similar set of 

conditions, another investigator should be able to come up with the same 

theoretical explanation about the given phenomenon. Whatever discrepancies that 

arise can be worked out through reexamination of the data and identification of 

the different conditions that may be operating in each case. (Strauss & Corbin, 

1990, p. 251) 

Applications of Phenomenographic Research 

The roots of phenomenography lie in a set of empirical studies of the way in 

which Swedish university students learned from reading academic texts (e.g., 

Dahlgren, 1975; Marton, 1974; Säljö, 1975; Svensson, 1976). The point of 

departure for these studies was empirically to investigate the questions: (1) ―What 

does it mean, that some people are better at learning than others?‖; and (2) ―Why 

are some people better at learning than others?‖ (Pang, 2003, p. 146). 

The studies found distinct ways of understanding the texts, and, secondly, the 

students approached the task of reading differently. A strong relationship was discovered 

between how students read and what they learn from the texts. Restated, the learning 

outcomes were related to the variation of the learner‘s approach to learning. The findings 

in these studies were presented in the form of categories of description. ―A hierarchy was 

established by drawing on their logical relationships, and an outcome space was formed‖ 

(Pang, 2003, p. 146). 
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Subsequent phenomenographic research on learning was conducted in content 

domains. ―In other studies, the major focus has been on finding critical differences in 

which central phenomena, concepts, and principles in specific domains are understood‖ 

(Marton, 1994, p. 4429). ―This thread of research includes the Dahlgren (1980) study of 

economic conceptions; the Lybeck (1981) study of the student conception of 

proportionality; the Johnasson et al. (1985) study of student understandings of 

mechanics‖ (Pang, 2003, p. 147). Marton (1981) explains the contribution of Dahlgren‘s 

studies on ―two different conceptions of price: price as a relation between supply and 

demand, and price as an inherent quality of the commodity‖ (p.194). These series of 

studies not only brought insights into learning but also insights into the importance of 

context and content (Marton, 1981). 

―The phenomenographic research method has also been applied to the study of 

phenomena outside of the educational context, such as the Theman (1980) study of 

conceptions of political power, the Wenestam (1984) study of conceptions of death, and 

the Marton et al. (1992) study of Nobel laureate views of scientific intuition‖ (Pang, 

2003, p. 147). 

Trustworthiness in Phenomenography 

Brown (in Hultgren & Coomer, 1989) shared eight criteria for identifying good 

interpretive research. One criterion focused on validity. ―Procedures of validation in 

hermeneutic science are those of validation rather than empirical verification. One 

interpretation is shown to be more probable than another through the researcher‘s giving 

reasons to support the interpretation made‖ (italics in original) (Brown, in Hultgren & 
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Coomer, 1989, p. 283). In Golafshani (2003), the idea of trustworthiness (Mishler, 2000), 

which is defensible (Johnson, 1997), establishes confidence in the findings (Lincoln & 

Guba, 1985). 

In phenomenography, the categories of description and the outcome space are the 

main results of the study (Marton, 1994). ―Once they are found they can be reapplied to 

the data from which they originated. There will thus be a judgment made in each 

individual case concerning what category—or categories—of description is (or are) 

applicable‖ (Marton, 1994, p. 4428). 

As explained later in this chapter, the original process of identifying categories 

utilizes reduction. In a different process, a category or categories can be considered more 

probable for each phenomenon as it occurs chronologically in the text. Marton (1994) 

explained the process of applying the categories to the original data provides 

understanding of valid categories, establishing confidence and trustworthiness in the 

findings. 

Dependability in Phenomenography 

Golafshani (2003) reviewed several authors on the criteria for determining the 

quality of research along with contrasting the criteria used for positivistic research with 

that of interpretive or qualitative research. Lincoln and Guba (1985, cited in Golfshani) 

used ―dependability, in qualitative research which closely corresponds to the notion of 

reliability in quantitative research‖ (p. 601).  

As reviewed in Golfshani, Clont (1992) and Seale (1999) ―endorse the concept of 

dependability with the concept of consistency or reliability in qualitative research‖ 
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(p. 601). Campbell (1996) reported that the consistency of data is achieved through the 

reduction of the raw data and the reduction process. 

Dependability in phenomenography can be achieved through phenomenological 

reduction. In this method, ―the researcher withholds theories and prejudices when he/she 

interprets the individuals‘ conceptions being investigated‖ (Sandberg, 1997, p. 209). As 

mentioned previously in the discussion of the strengths and weaknesses of 

phenomenography, this is similar to what Husserl referred to as bracketing (van Manen, 

1990). Sandberg (1997) explained, ―to maintain an interpretative awareness means to 

acknowledge and explicitly deal with our subjectivity through-out the research process 

instead of overlooking it‖ (p. 209).  

Reliability as interpretative awareness, maintained through the phenomenological 

reduction was…one way of establishing reliability of phenomenographic results. 

It both takes into account the researcher‘s procedures in the research process and 

accords with the epistemology of intentionality underlying the phenomenographic 

approach. (Sandberg, 1997, p. 211) 

Sandberg (1997) observed that, as researchers become more aware of how their 

own interpretations influence the research process, these interpretations become a 

strength rather than a threat to reliable results. 

Sandberg (1997) described a five-step process for phenomenological reduction 

formulated by Ihde (1977); a Distinquished Professor of Philosophy at Stony Brook 

University, New York includes: (1) orientation to the phenomenon as and how it appears, 

(2) orientation toward describing what constitutes the experience under investigation, (3) 
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treating all aspects of the lived experience under investigation as equally important, (4) 

searching for basic meaning of the experience under investigation, and (5) intentional 

analysis.  

An alternative to reliability as understood through quantitative research as 

asserted by Marton (1981, 1994) is that phenomenography‘s analysis is not a 

measurement but a discovery procedure:  

Finding out the different ways in which a phenomenon can be experienced is as 

much a discovery as the finding of some new plants on a distant island. The 

discovery does not have to be replicable, but once the outcome space of a 

phenomenon has been revealed, it should be communicated in such a way that 

other researchers could recognize instances of the different ways of experiencing 

the phenomenon in question. (Marton, 1994, p. 4429) 

Therefore, in this study, the methods included a reduction process, interpretive 

awareness or bracketing, and rigor in defining the categories of description. 

Data Collection Methods 

Phenomenographers most commonly utilize interviews as the primary means of 

investigation (Marton, 1994). Some phenomenographers use a mix of data collection 

methods, including group interviews, observations, drawings, written responses, and 

historical documents (Marton, 1994). 

Marton (1994) explained that phenomenographic interviews are similar to those 

conducted by Piaget. Piaget conducted clinical interviews following the interests of the 

participant in the participant's environment. The participant's role is to reflect on an 
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experience and, as it becomes a conception, translate the conception into language. The 

interviews are to be a process in which the participant and interviewer arrive at a shared 

meaning of what the participant is trying to convey. The researcher's role is to release the 

conception while cognizant of collecting, not influencing, the conception (Marton, 1994).  

Patton (1990) explained, ―The purpose of interviewing…is to allow us to enter 

into the other person‘s perspective. Qualitative interviewing begins with the assumption 

that the perspective of others is meaningful, knowable, and able to be made explicit‖ 

(p. 278). 

The interview methods described below, unless otherwise noted, were presented 

primarily by Dahlgren (1995a; 1995b), along with other phenomenographers. The aim of 

the interview is to collect information that is authentic. Dahlgren (1995a) advised 

researchers to construct interview questions that mentally moved a participant to activity. 

Additionally, he recommended that the questions be framed in terms of everyday life and 

conducted in the participant‘s environment so as not to trigger an academic response. 

Dahlgren also emphasized conducting the interview in a conversational manner.  

The interview is a dynamic process in which the researcher analyzes the interview 

as it occurs. The researcher must understand the experience at the time of the interview. 

To gain this level of understanding, the researcher must be flexible and resourceful in 

asking probing questions that cause the participant to reflect on the experience yet 

minimize the influence of the researcher on the conceptualization (e.g., What do you 

mean? Can you give me an example?). At the same time, the researcher must understand 
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the dynamic character of the conception. Participants may change their understanding of 

an experience upon reflecting on it. 

Patton (1990) stated, "Interviews are interventions. They affect people. A good 

interview lays open thoughts, feelings, knowledge, and experience not only to the 

interviewer but also to the interviewee" (p. 353). He continued by adding, 

through a directed, reflective process affects the persons being interviewed and 

leaves them knowing things about themselves that they didn't know--or at least 

were not aware of--before the interview. Two hours or more of thoughtfully 

reflecting on an experience, a program, or one's life can be change-inducing. 

(Patton, 1990, pp. 353-354) 

Based on the interview methods described in detail in Patton (1990), an interview 

guide was developed for this study (see Appendix). The interview guide was a list of 

questions within which I explored and probed the experience under study. Using this 

interview guide, I was able to build a conversation within a particular subject area, to 

word questions spontaneously, and to establish a conversational style. The interview 

guide, along with the consent form (see Appendix), was reviewed and approved by the 

University of Minnesota‘s Institutional Review Board (see Appendix) , verifying that it 

met the requirements for the protection of human subjects. 

The advantage of an interview guide is that it makes sure that the 

interviewer/evaluator has carefully decided how best to use the limited time 

available in an interview situation. The interview guide helps make interviewing 
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across a number of different people more systematic and comprehensive by 

delimiting in advance the issues to be explored. (Patton, 1990, p. 283) 

The process of recruiting participants began with a draft of the invitation letter, 

recruitment script, and interview guide. As I was not a member of this organization, these 

documents were reviewed with the leader of the organization in a planning meeting. 

Acronyms and terminology used in this workplace were incorporated into the documents. 

The letter communicating organizational support for the study was signed by the 

organization‘s leader. The consent to be contacted form was signed by myself, (see 

Appendix). The letter was distributed to the entire organization comprising 70 staff.  

Those interested in participating in the research study mailed their signed consent 

form to me in an addressed stamped envelope. Seventeen staff responded. I planned to 

interview 10 staff for the study; however, I interviewed nine staff. Nine interviews 

provided me with sufficient perspectives across the organization without an emphasis on 

a functional unit or power level. As a result, the remaining interview was not needed and 

was not conducted. The recruitment script was not needed to acquire vertical and 

horizontal participation in terms of the organization‘s hierarchy.  

To narrow the number of participants, criteria were established to include having 

worked in the department no less than three years, representation of various levels and 

functional units, and those having varied experiences related to the recent continuous 

improvement initiatives or their implementations. 

The interview questions, along with probing or clarifying questions, were piloted 

and refined prior to data gathering. The first pilot test of the interview guide was 
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conducted with one of my colleagues. This iteration allowed me to refine the natural 

progression of the interview and the transitions between questions. The second pilot test 

of the guide was conducted with a respondent not selected for the study. This interview 

was conducted to provide a final opportunity for refinement of the interview guide. Small 

adjustments were made so the questions were clearer for the participant to understand. 

This also provided me an opportunity to test and become more proficient with the 

recording equipment. 

Nine interviews were conducted with an open framework to provide a 

conversation and reflection about the experiences of the initiatives. The interviews were 

60-90 minutes in duration over the telephone. With the participant‘s permission, I tape 

recorded the interviews. The tapes were coded and securely stored in a locked file cabinet 

in my home until I transcribed them verbatim. The interviews were conducted during the 

implementation of quality practices and principles. Many of the staff had been involved 

in the application for the Minnesota Quality Award and site visit. During the interviews 

my goal was to attain what Marton (1994) described as, ―the more it is possible to make 

things which are unthematized and implicit into objects of reflections, and hence 

thematized and explicit, the more fully can awareness be explored‖ (p. 4427). Awareness 

is not seen in terms of the dichotomy of aware/unaware or conscious/subconscious, but as 

a continuum (Marton, 1994).  

Phenomenographic Analysis and Results 

Interpretive awareness is a critical element in phenomenographic analysis. 

Discussion of interpretive awareness is followed by analysis process elements of 
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reduction, creating and defining groups or categories. Finally, the results are presented as 

the Outcome Space, or organized categories. 

Interpretive Awareness 

The next step in the process, as Sandberg (1997) advised, was to acknowledge 

and explicitly deal with my subjectivity throughout the research process, instead of 

overlooking it, through interpretive awareness or, as others refer to it, as bracketing or 

epoché. Marton explained that the methods of analyzing data begin after the interviews 

are transcribed verbatim. Marton (1994) stated that the first step is bracketing. 

It is the researcher who is supposed to bracket preconceived ideas. Instead of 

judging to what extent the responses reflect an understanding of the phenomenon 

in question which is similar to their own, he or she is supposed to focus on 

similarities and differences between the ways in which the phenomenon appears 

to the participants. (p. 4428) 

I realized that I had a significant positive predisposition for continual (or 

continuous) improvement philosophies and practices and more specifically a preference 

for those formulated by Deming. Consequently, in my everyday life, I attempted to 

support and advocate for those who strived to implement them. During this study, I 

attempted to understand other perspectives as interviewees described their experiences 

authentically and provided understanding of their experiences that might ultimately have 

provided insights into organizational performance improvement initiatives. 

I also realized that my construction of knowledge and understanding of research 

methodologies was organized in the order I learned them. I tended to associate 
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methodologies I was learning to the first methodology I understood, which was the 

quantitative approach to research. As a result, positivism tends to be my default or 

baseline understanding, from which I compare and contrast other research methodologies. 

This approach to understanding research methodologies relates a bias toward positivistic 

research though such research is not a standard all other types of research should be 

measured against. As I read more research completed by expert interpretive researchers, I 

more deeply understand the differences between research approaches. 

Reduction  

Dahlgren (1995b) advised the researcher to become familiar with the data through 

reading and re-reading the transcripts. Not every statement in the transcript is of high 

importance. In a new document, the core parts of the original transcript should be reduced 

to approximately one-third of the original size of the transcript. Marton (1994) explained, 

―The first way of reducing the data is to distinguish between what is immediately 

relevant, from the point of view of expressing a way of experiencing the phenomenon in 

question, and that which is not‖ (p. 4428).  

For this study, the process of reduction began by preparing the transcripts for 

analysis. The transcripts were prepared by manipulating them in Microsoft Word. The 

texts were then copied and pasted into Microsoft Excel. An Excel file was created for 

each interview participant. The participant code was used as the file name. In Excel, the 

transcripts were organized with one paragraph in a row. Every sentence of the paragraph 

was separated into a cell within the row. To provide quick reference back to the original 

text, a sequence numbering of the rows was inserted into a column in front of each 
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paragraph row in case it was needed later in the analysis after the rows had been moved 

in the sorting and grouping process. For similar reasons, the participant code was added 

into an inserted column in front of each paragraph row. 

In the second step in the reduction process, as I was interested in the participants‘ 

experiences only, questions from the researcher were removed along with responses that 

were descriptive in nature or explained an end result. Although my intentions were to be 

thorough in removing all descriptions and results, later in the analysis additional texts 

containing descriptions or results were removed when they were identified. 

Creating Groups or Categories 

As previously stated, transcripts are to be analyzed through systematic reduction 

to relevant quotes. The quotes are grouped based on similarities and differences in 

understanding of the phenomenon. 

It might sometimes be found that different topics or phenomena have been dealt 

with in the interviews. In that case the data have to be organized according to the 

topic or phenomenon to begin with, and the analysis has to be carried out for each 

topic or phenomenon. There are two mechanisms through which a certain 

understanding appears. One is based on similarities: when it is found that two 

expressions which are different at the word level reflect the same meaning, there 

is awareness of a certain way of understanding the phenomenon. When two 

expressions reflect two different meanings, two ways of understanding the 

phenomenon may become thematized due to the contrast effect. At this point the 

analysis boils down to identifying and grouping expressed ways of experiencing 
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the phenomenon (literally or metaphorically making excerpts from the interviews 

and putting them into piles). (Marton, 1994, p. 4428) 

For this study, the first iteration of placing excerpts of data into piles was 

accomplished by entering a key word from the sentence in an adjoining column. If a key 

word was not obvious, I entered two question marks in the cell or I entered the key word 

that seemed the most appropriate at the time along with a question mark. The question 

mark called my attention to this text for a later interpretation. This key word was utilized 

to group data into categories for identification of themes. 

In determining the key word for the group or category label, Svensson (1997) 

explained, 

the aim is to both preserve the specific content of the phenomena in the 

description and to focus on some more fundamental characteristics. The 

characteristics searched for are those representing whole-characteristics of the 

phenomena as conceptualised [sic]. The aim is to describe the phenomena in 

terms of their essential meaning. (pp. 167-168) 

In this first analysis I became more deeply familiar with the texts. I then sorted the 

spreadsheet for each interview on the key word column. To obtain a different perspective 

of the interview, I summed the frequency of each key word. I determined that the context 

and meaning were occasionally lost by focusing on individual sentences, and these data 

elements were too small for analysis. 

In planning the subsequent analysis process, my objective was to retain the 

context and meaning of the text. Additionally, I incorporated ideas from observations 
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made in the previous analysis process. Furthermore, participants occasionally would 

carry a topic or theme across the entire interview. Consequently, I decided to analyze 

larger segments of texts, such as a response to an interview question. It was my intent to 

use the understanding of the interview organized by question as a starting point to 

analyze the texts comprehensively.  

The second iteration of data analysis began by organizing the responses per 

question in a Microsoft Excel spreadsheet. Each response retained a participant code. The 

key word describing the most dominant experience or thought within the response was 

entered in an adjoining column. In the case of multiple experiences, two key words were 

entered into the column. Dahlgren (1995b) advised researchers to begin with many 

categories of description and then later to collapse the categories. 

Next, the data were sorted alphabetically by key words (or preliminary labels). In 

order to meld excerpts into a groups or categories, synonyms of key words were 

identified and noted in an adjoining column. Then, the group of excerpts was analyzed in 

the context of the synonyms. The texts describing similar experiences, the more 

descriptive or frequently used key word, was used to label the entire group of excerpts. 

When multiple key words were identified for one excerpt, the entire row was 

copied. A second row with duplicate information was pasted immediately below. In the 

first row, the columns contained the key word describing one experience or reflection. In 

the second, duplicate row, the columns contained key words describing a different 

experience contained in the same interview excerpt.  
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In a single rare case, one excerpt expressed four different experiences. In order to 

list four different key words, the excerpt was copied three times. Occasionally, during 

later analysis, I would sort and resort the spreadsheet to compare duplicated text excerpts. 

Comparing duplicated texts allowed me an opportunity to clarify each of them more 

distinctly. 

All of the excerpts were then sorted by key word or group to view the range of 

similarities and differences for all data. Immediately, it was apparent that some of the 

experiences within each group were interpreted in a positive manner, while others 

experienced the same phenomenon negatively. To aid in finding similarities, an 

additional column with a code for positive or negative experience was added. The data 

were sorted into these two over-arching experiences. Once similarities of positive, 

negative, and neutral experiences within a group were identified, a key word was entered 

into a new column to aid in future sorting and grouping. Svensson (1997) advised that the 

groups should be differentiated through descriptions given in a rather brief and general 

form of categories.  

Defining Groups or Categories 

Once groups of excerpts were created through comparing and contrasting them to 

other excerpts, the next step was to understand the groups more deeply by comparing and 

contrasting the groups of excerpts with each other. 

After the relevant quotes have been grouped, the focus of attention is shifted from 

the relations between the quotes (expressions) to the relations between the groups. It is 
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necessary to establish what are the critical attributes of each group and what are the 

distinguishing features between the groups. (Marton, 1994, p. 4428) 

For this study, a table was created. The first column of the table contained a list of 

each macro-level group or category label. Next to the category label, the second column 

contained attributes or characteristics of the category. The third column contained 

clarifying attributes or characteristics not descriptive of the category. In a fourth column 

comments were entered on topics needing further clarification or potential regrouping. 

This table is located in Appendix TBD. 

Organizing Categories into the Outcome Space 

After the groups or categories of description are developed, according to Marton 

(1994): 

There are logical relations to be found between the categories of description and, 

as they represent different capabilities for seeing the phenomenon in question in 

relation to a given criterion, a hierarchy can be established. This ordered complex 

of categories of descriptions has been referred to above as the ‗outcome space.‘ 

(p. 4428) 

 Dahlgren (1995b) explained that the activity of comparing the categories to each 

other facilitated the researcher‘s understanding on a meta-level. Categories are 

understood and known by what the category is and by knowing what the category is not. 

From this analysis, the researcher learns more about the categories and, consequently, 

may collapse, divide, or reformulate them. These categories are then presented in the 

outcome space. ―The categories of description and the outcome space are the main results 
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of a phenomenographic study‖ (Marton, 1994, p. 4428). The outcome space is an ordered 

set of categories of description defined by their relationship, not a list of themes as is 

found in phenomenological study. 

Summary 

 Phenomenography, the research methodology used in this study, was described 

through comparison to other research methods, its strengths and weaknesses, and 

applications. The methods for collecting and analyzing the data in a phenomenographical 

study were presented followed by the actual methods used in this study. In Chapters 4, 5, 

6, 7 and 8 an analysis of the interview data will be presented.  
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CHAPTER 4 

EXPERIENCE OF CHANGE 

A description of the differences and similarities of study participants‘ experiences 

during the implementation of quality practices and principles is provided through the 

analysis of texts obtained through interviews. 

Sharing on their own behalf, study participants expressed many varied and a few 

similar experiences during the organizational change initiatives. Some participants shared 

more in-depth insights and understanding, while others shared a greater breadth of 

experiences. Presented without participant names or codes, participant experiences are 

organized by descriptive categories, which in turn are meta-level themes comprising 

concepts. The categories and concepts are organized by phenomenon, not by participant. 

Outcomes, results, and descriptions, unless the participant specifically reflected 

on an experience, are not included in the analysis. The categories describe similarities 

across participant experiences, as well as differences or unique participant experiences, 

and they are defined by the types of experiences the category does and does not include. 

All categories are related, and some with multiple relationships, as some participant 

reflections bridged more than one category. 

The interview texts were organized into five categories: change, process, 

structure, learning, and employee morale. The first category, presented in this chapter, is 

change, which describes what it feels like to be in an environment of change and, more 

specifically, the participants‘ experiences of change in their work during the 

implementation of quality practices and principles. The texts included in this category 
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were organized into six concepts, some of which could be divided further into 

subcategories: 

1. Leading change 

a.  Leadership support is important. 

b.  Leadership brings change. 

2. Approach to change 

a.  Alignment of change with work 

b.  Completion of change 

c.  Commitment to change 

d.  Readiness to change 

e. Communication is essential for change. 

3. Uncertainty in change 

a.  Change is ambiguous. 

b.  Change is erratic. 

c.  Change is not knowing. 

d.  Change is not participative at all levels. 

4. There is not a lot of change. 

5. Change is progress. 

6. Value of change 

These concepts are described in greater detail through experiences, including 

excerpts from participants‘ interviews and how they vary or are similar to experiences of 

other participants in the same organization. 
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Leading Change 

Five participants mentioned leadership in their experience of change. Within this 

category, one concept reflects participant experiences when a change in the 

organization‘s leader occurs, and two concepts identify experiences related to the roles of 

leaders within the change process. 

Leadership Support Is Important 

One participant reflected on the chancellor‘s position of power and the effect of 

his leadership on the change process.  

One of the most difficult things to work through, personally, in my vocational life, 

was when we had a good start institutionally and then the Chancellor indicated 

that he was going to retire. [The chancellor indicated that] this is the way [he] 

would want the institution to work if he were to continue here, but you as an 

institution are going to have to decide. We were so close to saying, this is how we 

were going to operate back in ‘94, and there really wasn‘t quite enough 

organizational support, and he just backed off. [He] didn‘t give it the time of day 

after that. We just had to back off of it and regroup. 

The anticipated change in the top leadership position, that of the chancellorship, 

essentially ended the change process. Although the leader expressed a desire that the 

change process continue after he finished out his appointment, the majority of staff, who 

did not wish to continue the change process, ultimately had a greater long-term influence 

on the organization. The staff awareness of the chancellor‘s retirement was enough to 

impede the change process and make an impact on staff experiences. Once the chancellor 
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decided to move on, he withdrew his support for the change effort. As the leadership 

became less invested in change, the staff experienced an associated slow-down of the 

change effort. 

In contrast to this experience of a slow-down, a participant‘s reflection on the 

chancellor‘s successor illuminated a different experience. ―Thankfully, the current 

Chancellor … really affirmed what we were trying to do in our division‘s efforts and 

encouraged us to rekindle our efforts. That‘s what we are doing now.‖ These reflections 

demonstrate the significance of support, or lack of it, at the highest levels of the 

organization. When support for change does not exist, additional effort is required from 

staff to persevere with the change. For example, without institutional support, this 

participant in the change process felt that more work was required to amalgamate the 

changing work units with the organization‘s status quo work units. The participant 

explained: 

As a result, to keep working as a division, having to interface all the pieces with 

the existing culture is a little harder. It is a little more cumbersome. It is not as easy as 

when the whole institution is working toward the same outcomes. 

Leadership Brings Change 

Participants shared experiences with new leaders in their work units or 

departments, describing their hopes for a ―new spin on things, new ideas‖ and saying, 

―We are looking for a different flavor or feeling around here.‖ Their comments express 

the hopeful expectation of leadership that will provide not only a new direction, but also 
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the right direction. One participant described the effect of leadership in the change effort 

by saying, ―This office is just going in the right direction in every possible way.‖ 

Another participant described the reflexive relationship between leadership and 

change, pointing out how the change process was directed by leadership yet itself had an 

impact on leadership style: 

The initiatives have encouraged our [leader] to go out and connect more with each 

of the departments. It used to be, ―Come to me if you have problems or needs.‖ 

Now it‘s, ―I'm coming to you to see if you have problems or needs.‖ 

The participant noticed a change in how the leader of his division became 

informed of the problems and needs of the staff. The participant did not share specific 

elements of the initiatives that led the leader to change his style or what the effects of the 

change were on the staff. He did, however, make it apparent that the leadership-style 

change coincided with the organizational change effort. 

Overall, participant reflections related to the concept of ―leading change‖ indicate 

the significant impact leaders had on the change effort. Changes in leadership roles and in 

the support for the change effort, generation and implementation of new ideas, 

determination of the right direction for change, and leadership-style modifications all 

were identified as influencing participants‘ experience of organizational change. 

Approach to Change 

 The way in which change occurred and the degrees to which it was embraced 

and implemented were notable areas of the participant experience. 
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Alignment of Change with Work 

As participants shared how they reacted in an environment of change, two 

participants mentioned that change was easier for them because it fit with the nature of 

their work. One participant noted that the ease of implementing the initiatives was in part 

due to the nature of the business. The participant thought it was easy for the organization 

to implement initiatives as it is the responsibility of those in the student activities field to 

provide ―training, leadership skills, committee work, leadership, and contract 

negotiations.‖ The participant was expressing the similarity of the philosophy and 

methodology of the change initiatives to the services the organization provides, similar to 

taking their own advice. 

Completion of Change 

One participant briefly noted frustration in waiting for the leadership team to 

deploy the change initiatives completely across all levels of the organization. This 

reflection implies that there was an expectation by staff that the infusion of changes 

should have permeated the organization more deeply and more quickly. The leadership 

team used a cascade approach to begin continual improvement initiatives using a quality 

methodology. This approach provided the leadership with an opportunity to build their 

competency while exposing their staff to the methodologies. The leaders shared their 

expectation that all staff in the organization–across different roles and positions within 

the organization–would be engaged in working on improvement efforts. However, this 

was not the experience of the staff. The staff shared its experience of the change not 

being completed. It is not clear if the participants experienced frustration that the 
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leadership team was focused on learning the methodologies and applying them but not 

committed enough to engage the entire staff, or if they were eager to be included. 

Another interpretation could be that the participants experienced the leaders as 

inconsistent by requiring the participants to change but not requiring all the staff in the 

entire organization to go through a similar change. 

Commitment to Change 

At two different points in the interview, one participant reflected on the relevance 

of staff buy-in to organizational change. One excerpt provides insights into this 

perspective: 

One of the biggest challenges that we have had is exactly what I have been 

describing. It is to get staff at all levels to buy into the initiatives. Senior leaders, 

because they have a chance to be immersed, were required to be immersed into 

the initiatives, understand them, and buy into them. Others see the initiatives on a 

very infrequent basis and really don't understand the whys. They only see the 

what, and many times they don't understand the how. And because of that, they 

aren't committed. I think one of our biggest struggles has been that we haven't 

taken the time or come to terms on how to disseminate information to everyone at 

every level, and that includes student workers and the 20% receptionist who 

comes in once a week; they don‘t have the understanding and feel part of the 

process. Otherwise, we haven't improved across the division; we have only 

improved the leadership team. I think the most negative experience is that we 
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haven't been able to deploy it completely like we should. We are making new 

efforts now, doing this, but it is one of my assignments. 

In this excerpt, the participant attributed the gap in commitment between the 

organizational leaders and the staff at every level to a lack of understanding the reasons 

for the change (why) and the approach (how). He described the senior leaders as being 

immersed in the initiatives. He perceived that the way to engage the staff at all levels was 

to disseminate information. As the leadership team was engaged through being 

immersed, he did not suggest that the staff become immersed in the initiatives as a way to 

engage them.  

Readiness to Change 

Participants noted that staff members varied in their readiness for change. One 

participant described this by saying, ―There is also a large variation of people in terms of 

their general readiness to accept change of any kind.‖ In the interview, she shared how 

she had accepted the deployment of change as a requirement of her job. She did not 

consider her personal readiness for change when she contributed to leading the change, as 

the changes were not optional. ―And yet, I have sensed different reactions from others 

around me and their readiness,‖ she reflected. This participant experienced change as part 

of the job, like it or not, while others' readiness depended on their personal responses to 

the change initiative. 

Another perspective on readiness was one that addressed staff members‘ level of 

comfort with change. ―Oh, you know, every organization I have ever been in has done 

similar sorts of things, so I personally don‘t have any trouble with going ahead and doing 
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that.‖ The participant‘s previous experience with change gave her a greater sense of 

comfort and familiarity with change, and one that is commonly paraphrased in the more 

cavalier expression, ―Been there, done that.‖ 

Communication Is Essential for Change 

The need for thoughtful, well–planned, and thorough communication was implied 

in many interviews. One participant reflected on ―how to disseminate information to 

everyone,‖ and another staff member shared her dissatisfaction with the timing of the 

communication and level of personalization: ―We just came to work one day, and it was 

announced.‖ Both participants shared their experience, emphasizing the importance of the 

communication approach as much as the communication content.  

Communication is a significant factor in staff awareness of change. The 

experience of three participants‘ awareness ranged from a desire to know the status of the 

change effort to an understanding of what effects the change would have on their jobs to 

having no awareness that an organizational change was occurring. Additionally, one 

participant shared his awareness that his communication was becoming increasingly more 

effective: ―I find that I have become increasingly better at conveying to my staff what the 

net benefit is of doing these things.‖ The range of these experiences provides insight into 

the content that participants at different levels within the organizational hierarchy are 

eager to receive. The participant in the leadership team perceived personal improvement 

with delivering the content.  

Overall, participants‘ reflections included the approach to change; the range of 

experiences included a participant who determined that the organizational changes, in 
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part, were similar to the department‘s philosophy and methodology in providing advice to 

student groups. Consequently, as this participant reasoned, the department‘s familiarity 

with this type of content facilitated the organizational change. Participants‘ stated 

experiences with respect to how change occurs also indicated that the process was 

accompanied by expectations about how, when, and where change would be 

implemented across the organization and how extensively. The approach to change also 

was experienced in terms of staff commitment; one participant hypothesized on tactics to 

raise the commitment of staff at all levels of the organization. As the higher-ups were 

immersed in their own learning curve, they did not take the time or make the effort to 

engage the entire staff in the change process. Readiness to change was interpreted both as 

a professional directive and also as personal experience with the degree of comfort with 

change. Although members of the leadership team were improving their communication 

skills, participants experienced that the communication on the change effort lagged, and 

the participants desired more complete or detailed information. 

Uncertainty in Change 

 Four participants stated that change brought a level of uncertainty to the work 

environment. Participants described uncertainty related to change with terms such as 

―ambiguous‖ and ―erratic‖ and characterized by a sense of ―not knowing‖ and being ―not 

participative.‖ 

Change Is Ambiguous 

Change brings ambiguity to the workplace. One participant explained it this way: 
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I had to spend a lot of time in an ambiguous environment trying to figure out why 

it is being done and what is my role in it. Where is it going? What are the benefits 

to us as an organization? I spent a lot of time just learning, sitting in meetings and 

hearing others talk, and going, ―What does it all really mean?‖ Gradually, it began 

to jell. 

This participant was reflecting on the experience of joining the leadership team as 

the change was in progress. He not only was required to learn quickly the content of the 

change, but also was in the position of acquiring this knowledge during actual 

implementation of planned changes. This participant shared feelings of not knowing the 

work quality practices and principles created for him, not knowing how he could 

contribute within the change process or the organization, and not knowing his role in the 

change process. This lack of clarity led the participant to feel as if he were not actively 

contributing but, instead, wasting time just trying to figure it all out. The learning curve 

was steeper for this participant than it was for others in the leadership team; the learning 

curve for the entire leadership team was longer and more demanding than they 

anticipated. The environment was ambiguous for staff during their learning curve.  

Change Is Erratic 

Change was described by participants as being a process of great variation. One 

participant compared change with a roller coaster ride; another described change as an 

ocean wave. These images illustrate the erratic and even jarring impact of change. One 

participant described the fluctuation of the organization‘s progress as: 
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There are real peaks and big dips. Sometimes you need to step back a step or two. 

You‘ve got to understand the process of change. You need to nurture and enable 

change. You‘ve got to be going through constant change and constant learning if 

you are serious about improving. 

Both participants remembered needing to take a step or two ―back‖ to deal with 

change. The roller coaster ride analogy was used to describe the emotional state brought 

about by change. This participant moved from confused and frustrated to elation, 

happiness, and satisfaction, only to be presented with a new problem, challenge, or 

information that left him feeling confused and frustrated again. He also observed other 

staff going through a similar pattern of emotions. His experiences allowed him to 

empathize with the staff. 

Change Is Not Knowing 

Whereas a lack of clear information or understanding of change can lead to 

ambiguity, a lack of sufficient information can contribute to a sense of ―not knowing.‖ 

Three participants shared their reflections on the information they received on the change 

effort. One participant said, ―We don't always know how things are going to be.‖ This 

statement indicates that the participant was unapprised of decisions. She did not know 

what had been targeted for change, nor was she informed of the envisioned results of this 

change. 

Another participant reported, ―I don't know where the implementation has been or 

where it‘s at.‖ This statement indicates that participants were being left unaware of the 

status of the change effort implementation. A third participant said, ―I don‘t know what 
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the initiatives are.‖ This person thought that this was due to his position in the 

organization or physical location in the building: ―[Not knowing about the initiatives] 

could be because of the nature of my position here and that I am kind of separate. I do a 

specialized thing, and I‘m apart, physically, from the admissions office.‖ 

 These three participants experienced not knowing at different levels. The first 

participant experienced change as not knowing how it related to her work, what had been 

identified as an area for change, or how things were to be as a result of this change. The 

second participant experienced change as not knowing about the status of the 

organization‘s plans for change. The third participant experienced change as not knowing 

the most deeply; she was not aware that organizational change was occurring. Not 

knowing as reflected upon from an employee morale perspective will be discussed later. 

Change Is Not Participative at All Levels 

One participant reflected on her participation in the change: ―It was not discussed 

with any of us. We just came to work one day, and it was announced.‖ This participant 

explained further that she did not believe that there was a need for the change. The 

decision-making process and notification had negatively affected her. At the time of the 

study, she continued to carry resentment with the change. 

Another participant who commented on the variation of employee commitment 

attributed it to how all staff were not actively brought into the process. This participant 

reflected: 

I think one of our biggest struggles has been that we haven't taken the time or 

come to terms with how to disseminate information to everyone at every level, 
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and that includes student workers and the 20% receptionist who comes in once a 

week; they don‘t have the understanding and don‘t feel a part of the process. 

This experience provides insights into the approach to change as, although the 

leadership team desired to engage the entire organization and many in the organization 

assumed this would occur, the leadership team was overwhelmed in its own learning that 

they either did not take the time or make the effort to engage the entire staff in the change 

process.  

As the staff members were not engaged in the process, uncertainty in change was 

experienced as a sense of not knowing or a lack of awareness of organizational plans and 

implementation. The leadership team planned to accomplish changes by completing one 

milestone after another; when the change process oscillated, the leadership team 

experienced uncertainly. Additionally, the learning curve to understand the change 

required the leadership team to reflect and make personal changes requiring more effort 

than anticipated to bring these new skills to a proficient level. Knowledge of the change 

effort throughout the organization and the level of staff involvement in change 

deployment decisions contributed to the experience that change brings uncertainty. 

There Is Little Change 

―I don't think there's been a lot of change, myself.‖ This participant‘s experience 

with the change initiatives may be similar to those of the participant who stated, ―I don‘t 

know what the initiatives are.‖ It is not known from the context of the interviews what 

the causes are for these experiences of little or no change. These reflections may stem 

from the fact that portions of the organization did not need or were not slated for change. 
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However, the statement that, ―when we had a good start institutionally and then the 

Chancellor indicated that he was going to retire,‖ indicates that the amount of change 

planned was for the entire institution, and, considering the statement, ―we haven't been 

able to deploy it completely like we should have,‖ indicates that changes were not fully 

deployed. The reader may infer that change had not been realized equally in all parts of 

the organization. No matter the cause of this experience, the participants expressed being 

outside of the change process. 

Change Is Progress 

Two participants specifically linked change with progress. One participant stated 

that, if the interview had been conducted earlier, there would have been negative 

experiences to share. But, as there had been progress, there were no longer any 

experiences of this nature to share. The other participant understood that the commitment 

of more people to the change effort represented progress. ―I've known that many more 

people, many more departments, [are] gaining a greater understanding and greater 

commitment to the initiatives. I have seen progress.‖ No participants articulated an 

opposing view. Progress as reflected from an employee morale perspective will be 

discussed later. 

The Value of Change 

The concern for staff stress levels caused by change and the curiosity about 

whether the operational results truly could be attributed to the change led one participant 

to ask the question, ―Was it worth it?‖  
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We‘re putting a certain amount of money not only in terms of direct money to pay 

for consultants and expertise they give us, but the amount of hours our staff 

spend, and the amount of effort they spend in these initiatives that they could have 

redirected elsewhere--and the toll it takes on them personally and stress it inflicts 

upon them--Was it worth it? That‘s the big question. Are we really getting the 

right return on our investment on this? I do not think we have explored that fully. 

I don‘t think that most institutions that undertake this really do that kind of 

exploration. I think they are more just like us; they see positive results, which 

might or might not be directly attributable to those initiatives. But, nonetheless, 

even if you don't know what [the contributing factors] are, you can‘t say that [the 

change initiatives] aren‘t [having an impact]. 

The desire for a return on investment or a cost/benefit analysis was expressed as 

this participant reflected on the staff hours, effort, and stress involved in organizational 

change efforts. 

Summary 

All nine study participants, as they reflected on the implementation of quality 

practices and principles, shared experiences that were included in the category of change. 

The similarities and differences in the participants‘ experiences of change were organized 

into six concepts summarized as leading, approach, uncertainty, amount, progress, and 

value.  

Implementation of quality practices and principles was understood as an 

institutional change effort. Participants shared their reflections on changes within the 
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change effort, such as positional leadership, leadership support for initiatives, new ideas, 

and leadership style modifications. Yet others reflected that there was not a lot of change. 

The variation of participants‘ change experiences can be attributed to each participant‘s 

location in the organization, hierarchically and functionally.  

The importance of communications and being immersed in the change effort were 

key for experienced by a few participants. As participants reflected on their own and their 

coworkers‘ readiness for change, they reflected on how not knowing felt ambiguous and 

how the process of accomplishing change vacillated between periods of progress and 

regress. While some participants experienced change as progress, others reflected, ―Is it 

really worth it?‖  
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CHAPTER 5 

APPROACH TO MY WORK 

The participants in this study were asked to describe their work experiences, 

specifically those related to the implementation of quality practices and principles. This 

chapter explores those descriptions and experiences based on the participants‘ reflection 

and statements. These reflections are organized into eight concepts: 

1. How I do my work 

2. Anticipating instead of reacting 

3. Facts and data 

4. Organizational improvements 

5. Working with others 

a. Accomplishing things in teams 

b. Knowledge sharing 

6. Efficiency 

7. Customer satisfaction 

8. What we are trying to do is working  

 

How I Do My Work 

One participant indicated surprise upon realizing the level of impact and influence 

that organizational changes made on his personal work habits. He reflected on the 

changes in how he accomplishes his work: 
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It [organizational change] has turned into how I do my work. It‘s been pervasive. 

It goes right down to my filing system. I no longer use the filing system I did 

before. Now every piece of paper that comes across my desk is filed into one of 

the six major operational processes. I try to use this as part of our information 

base to build on our results of a system that‘s evolved. Quite literally, that‘s how I 

do my work.  

This participant‘s remarks illustrate the impact of the organization moving from a 

functional structure to a process-oriented structure. It should be noted that his voice 

inflection during the telephone interview implied that filing was a trivial part of the 

process. He seemed surprised that the implementation of quality practices and principles 

would impact trivial business practices such as this. 

Alternatively, another participant reflected that no changes or minor changes had 

been made as a result of the implementation of quality practices and principles. Instead, 

he attributed organizational changes to technological advances in data gathering and 

analysis.  

We may be doing some things differently. We may be evaluating our programs 

and services differently. But we have always evaluated them. We might be 

conducting a little bit of research that we didn't do in the past because it was too 

time-consuming. Now [with] computers being more available and information 

more accessible, we can do things a lot quicker now, and accessing information is 

much easier. 
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Change in how work is performed may be different for those at different levels or 

units within the organization. The first participant statement in this section came from a 

high level participant of the organization. He indicated that the change pervaded the 

organization, in his opinion shifting the organization from a functional orientation to a 

process orientation. A statement from a mid-level manager revealed that he was 

cognizant that data gathering and analysis were included within the scope of the 

implementation of quality practices and principles; however, his reflection was that the 

significant changes were due to technological advances more than to a change in 

organizational philosophy or methodology. Their difference in perceptions and opinions 

may be attributed to their differing roles within the organization. 

Anticipating Instead of Reacting 

One participant in this study remarked that his approach to work has shifted from 

reactive to anticipating: 

The other positive thing that has been a result of these initiatives is that we are on 

top of our game much more. I think that is in part due to the strategic planning 

part; it isn't a reactive stance anymore. It is now a look, and [it is] anticipating the 

threats and opportunities. If we [determine that] an increase in the high school 

population is going to be primarily new immigrants from outside the U.S., Africa, 

for example, is a real huge population of immigrants, how are we preparing for 

that? Do we have the appropriate support systems in place? Students are going to 

hit us three or four years down the road. In the past, we would have never asked 

that question. What would have happened [then], we would have looked at the 
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new student profile and said, ―Oh my gosh, how are we going to handle this 

now?‖ I think that is the real positive change. I don't think we can really estimate 

how valuable that is to us. 

Through this participant‘s interviews, including the statement above, it is clear 

that he is aware of a change in approach to his work. By stating that this change has been 

positive and will lead to better preparation in the future, one can conclude that he feels 

this change has been valuable.  

Facts and Data 

Three participants recounted how their change in approach to work led to 

utilization of more facts and data during the implementation of quality practices and 

principles. One participant spoke of positive experiences relating to those initiatives: 

I also think it‘s given me some tools to model what‘s being done at the 

organizational level with my own department…gathering data in a more factual 

way than simply being able to report certain things out anecdotally. We are pretty 

numbers-driven in our department because of the work that we do. But we don't 

always do as good of a job, and there are lots of opportunities to improve the way 

we gather qualitative data. 

Another participant agreed that there have been changes in data gathering and 

analysis. However, he attributed the change to technological advances rather than the 

initiatives, even though the initiatives included collecting data from end users of the 

programs and services.  
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The third participant shared her experience of collecting employee survey data 

and her interpretation of the impact of the survey on staff perceptions: 

A lot of [employee] surveys caused a lot of people to do what we call navel-

gazing and evaluating their situation. And I think the more they are looking, the 

more dissatisfied people are becoming and seeing more problems than there 

actually are. When you talk to people one-on-one, they say there is no place they 

would rather work, and yet there seems to be this problem with the staff. Some of 

that has been perpetuated by all of the talk about it. It is good to get things out in 

the open, but just how long do you talk about all that stuff? When do you say, 

―We need to go on from here?‖ We are struggling with that a little bit. 

These three participants had very different experiences with facts and data. One 

participant viewed the experience of using new tools for gathering and reporting data as 

positive. The second participant had a neutral experience with facts and data in his 

approach to his work, attributing changes to other factors, though he acknowledged that 

change had occurred. The third participant had a negative experience with data collection. 

She perceived an increasing dissatisfaction of staff as a direct correlation to the frequency 

of staff surveys. She observed the staff becoming increasingly consumed with the 

challenges in their current work and voiced her frustration in not moving to the next step 

of making plans for implementing improvements.  

Organizational Improvements 

Three participants noted improvements in their work approach during the 

implementation of quality practices and principles. One participant said that his incentive 
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for performing well at his job was positively affected by understanding how he had the 

ability to make improvements to an organization through iterations of changes: 

[I] definitely [have] a greater understanding of what it means to not only have 

been satisfied with doing a good job, but what it means to put quality always 

ahead of you [as an individual]. And I can constantly make improvements to what 

is already a well-functioning or successful organization.  

Another participant remarked that ―just being familiar with the [Minnesota 

Quality Award] process challenges us to continue improvements, even if we are not to 

pursue the same method of quality improvements in our organization.‖  

By contrast, a third participant expressed frustration when incorporating 

improvements into her regular work: 

I think a negative experience can [result from] frustration when trying to pursue 

these things that represent an additional work load. It isn't something you can 

quite incorporate into your regular work. While quality improvements are 

something you ideally want to incorporate into your regular work…. It is just 

above and beyond. There is no getting around that. It is a point of frustration. 

Though all three participants reflected on how they have adopted the practice of 

improving their organization in their approach to their work, each participant experienced 

the change differently. The first participant shared a personal confidence and enthusiasm 

to improve the organization even in areas that are operating successfully. The second 

participant expressed that awareness of the MQA drives the organization to continually 

improve, even if the organization is not convinced to use of the MQA methodology to 
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achieve the improvements. The third participant reported the desire to continually 

improve the organization along with the frustration due to increased work load as a result 

of incorporating the MQA methodology into her daily work.  

Working with Others 

Six participants noted a change in their approach to collaboration and group work 

during the implementation of quality practices and principles. Some patterns can be 

identified in the statements of these six participants. Four of these participants reflected 

that their approach in working with others included accomplishing things in teams. In 

addition, two participants reflected that their approach in working with others included 

increased communication to better coordinate their work efforts. They were able to 

accomplish work tasks while also keeping colleagues apprised. 

Accomplishing Things in Teams 

One participant shared, ―The initial experiences [resulted in] more work to be 

done in teams.‖ And later in the interview, when reflecting on positive experiences, she 

said that she was able to ―model what‘s being done at the organizational level with my 

own department, in terms of accomplishing things in teams.‖ 

 Another participant reflected positively on being a member of a team:  

[It was a positive experience] when the director asked if I would be interested in 

being on a committee, the Human Resource Management team. It is the team 

made up of various staff from all different areas…. It is a good way to meet 

people and understand that everybody has issues. It's just not one department that 

has issues. But it has been a real positive [experience] to be asked to be part of 
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that group. And we are trying to think of all kinds of initiatives to improve staff 

morale. Whether it is with lunches or just meetings or professional programs, we 

are just bouncing around ideas. We have been meeting for about a year, getting a 

sense of the issues in the departments and how we can make things better. That 

has just been fun to be a part of that. 

This statement indicates that staff members in this situation are being brought 

together across functional departments to address improvements. They are working 

together to address issues and implement further change. A by-product to being on a 

team, explored later in the staff morale category, is the sense of value that this team 

member expressed (even referring to the experience as fun) after being recruited to 

participate on the committee.  

Another participant provided a third perspective. When asked about the personal 

changes he had experienced as a result of participating in the initiatives, this participant 

described the team he participated on as ―the Performance Improvement Team, which is 

the team that spear-headed the efforts in our division.‖ He reflected on how his work and 

communication style may have balanced the team leader‘s style. ―She [the MQA 

evaluator] was complimenting me on being a good team member with him.‖  

Yet another experience explained by a participant was how a scheduling change 

had been coordinated by the team/work group and benefited both the patients and the 

staff. He explained that the team members adjusted their lunch breaks slightly, resulting 

in two improvements. The first was an improvement to patient service as patients who 

arrived during the lunch hour had a shorter wait as there was continuous staffing 
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coverage during lunch time. The second was an improvement to efficiency as they 

realized that ―we were out of triage by the time the clinic closed.‖ The participant 

explained that identifying this solution in a team was a positive personal experience. His 

comments support the idea, expressed by other participants, that coordination of staff 

work efforts and work accomplished through teams was a benefit of the initiatives. 

Knowledge Sharing 

The creation of a handbook that was a compilation of the knowledge of the 

members of her work group was one reflection from a participant who reflected on her 

approach in working with others. She shared that her work group changed the way they 

collectively shared information. This participant explained that it was a suggestion from 

an employee survey that had been created and implemented by the work group and how 

each team member contributed to a handbook that could be accessed by all team 

members. She indicated that this handbook was a helpful tool for the staff better to 

coordinate their work efforts.  

Participants reflected on both accomplishing things in teams and knowledge 

sharing. Reflecting on team/group work, participants stated that their experiences were 

positive. One participant articulated a sense of increased ability to create and manage 

teams within her department. Another participant reflected on the experience of feeling 

valued by being invited to be on a team, as well as the experience of gaining a broader 

organizational perspective as a base for potential improvement ideas. A third perspective 

included the realization of the value of a diverse composition of team members in 

bringing together team members with differing styles, skills, or abilities to complement 
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each other, creating a better team. The experience of identifying and negotiating potential 

solutions between co-workers that energized the work group to implement the solution 

successfully resulted in service and efficiency improvements and a sense of pride. 

Reflecting on the experience of collectively creating a staff handbook improved 

information sharing and coordination between staff. Team/group work and increased 

knowledge sharing were cited as the most significant areas changed in their approach to 

their work.  

Efficiency 

Regarding their work approach during the implementation of quality practices and 

principles, five participants remarked on a change in perceived efficiency. Some of the 

gained efficiencies mentioned included improved patient flow, increased ability to 

answer customer questions, and reduced patient wait time. A decrease in ability to answer 

customer questions was an inefficiency described. One participant described two 

processes that were inefficient before the initiatives and left both the staff and patients 

frustrated. One of the inefficient processes was scheduling patients. The participant 

explained the original process:  

[The staff were] responding to people over the phone without having access to 

schedules. We found that somewhat frustrating because we had to do a lot of 

phone transferring. They would call into the receptionist, then be transferred to 

the triage nurse, then back to the receptionist to set up an appointment or to get 

more information. And we were doing a lot more foot work looking for charts and 

looking for people to see what their schedule looked like. After one year, we 
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decided to put a computer in there so we could handle the appointment making 

ourselves.  

This participant then reflected upon adding an additional computer: 

It would be less frustrating for us because we could see (by the appointment 

schedule on the computer) what was happening throughout the clinic, and who 

was busy and who was available. This also reduced [the need for] transferring 

[patients] around, which [had previously] caused them to be upset and frustrated.  

There are a few possible interpretations for these described changes. It is not clear 

from these statements if the participant believes the implementation of quality practices 

and principles was the impetus for improving the patient scheduling process or if 

technology, the addition of a computer, was the key factor in improved service. A third 

interpretation is that the implementation of quality practices and principles identified the 

need for an additional computer. The second process this participant reflected upon 

follows: 

…developing the triage area for walk-in student patients. Up to 50% of the walk-

ins did self-care because most of what they had were colds, 24-hour flu-type 

illnesses, or mild injuries that really didn't need medical care. They just needed to 

know what to do for themselves. And it has considerably eased our schedule and 

made our patients‘ wait shorter. 

The participant stated that the patient wait time was previously in the range of 10 

to 40 minutes. Now, after the changes, a patient was roomed (to be seen by a physician) 

within the first 10 minutes. Another participant commented on the next step in the 
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process, as the patient waited to be seen by a physician. This participant experienced 

improved efficiencies through increased communication or, in other words, ―letting each 

other know.‖ She shared: 

I would say simply that I try always to let others know where I‘m at. Especially if 

I‘m not at my desk, if I‘m off at another project, then I double check by calling up 

to the front desk to make sure someone hasn‘t roomed a patient for me and didn‘t 

realize I didn‘t know they were there. So then you have these patients that have 

been waiting for a half an hour because you didn‘t know they happened to be 

there. 

This participant believed that increased communication and ―letting others know‖ 

(in this case, letting others know her location and current whereabouts and tasks) directly 

influenced the efficiency of providing service to patients. She was asked during the 

interview whether or not she was aware of any personal behavioral changes as a result of 

the improvement initiatives. She replied, ―Probably… I check in more often, if I don't 

happen to be in my office.‖  

Another participant, reflecting on key personal experiences during the 

improvement initiatives, mentioned specific changes in the patient flow procedure 

(reducing patient wait time), as well as areas relating to employee morale. When asked 

how these changed behaviors affected her, this participant cited a sense of validation: 

―We see our patients in a timely manner. Generally, our patients are satisfied with 

services that they get.‖ 
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As a next step, this participant mentioned the challenge of improving the 

aforementioned processes, patient scheduling and triage. 

One negative thing is that there is a certain group of patients that are used to the 

triage system now, so they are used to that as access to the clinic instead of 

making an appointment. So we have had to become aware of ways to avoid that 

kind of thing [in case] there are a lot of patients who think, ‗If I can't get an 

appointment, I will just go into triage.‘ So there are certain times they will take 

advantage, but I don‘t know how to get around that. For the most part, it works. 

There is a small group of students [who] always go to triage instead of making 

appointments. 

The fourth participant to mention a change in efficiency shared observations of 

internal process improvements for expense reimbursements and office supplies:  

Where now I do the travel documents for the counselors, in the past another 

person did that. I do the ordering of supplies and work with the department 

budget. So it sped up the process. So [in situations] when the counselors were on 

the road and came back and wanted reimbursement, in the past they would 

forward it to another person who did the paperwork. Now, it is just right here. The 

files are right here. If they want to check on the status of something, it is right 

here within easy reach of everyone. All of our turnaround time has improved. As 

far as ordering our supplies, instead of having to place an order with another staff 

person, they just leave notes on the desk, and I go around in our supply area to see 
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if we are in need of something and then just order it online through the 

University's Store House. That has sped up our [process of] getting supplies. 

She also reflected on external process improvements in responding to customers 

when they call on the status of their application:  

…checking on the status of applications. I bring my knowledge of working with 

past applicants and processing. They call on the 1-800 number, and, rather than 

forwarding that on to someone else, we can do that right out here and handle the 

call at the moment. And it allows the counselors to concentrate and do other 

things. 

She observed a positive effect on both the customers and the staff. Additionally, 

she exuded a sense of pride in her ability to make a contribution to a better work 

environment and improved customer responsiveness. This sense of pride is included in a 

later discussion, as it also relates to staff morale. 

Though these four participants perceived increased efficiency as a result of the 

initiatives, one participant instead expressed increased inefficiency, at least in one area:  

I used to be able to help students get answers to their questions quickly. But now 

I'm concerned that, if I send them to a place, they will not get the answers they 

need. I am spending more time with my students to get the answers they need. 

And sometimes they are very simple questions. It has been a somewhat confusing 

thing to the students. ―Where do I go for this? Who do I ask for help with that?‖ It 

is supposed to be centralized, but I don't think that is the effect that has happened. 
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The effect of inefficiency on customer service and the factors she attributes to 

these changes will be discussed in depth in the next concept, customer satisfaction. 

Customer Satisfaction 

Four participants mentioned customer satisfaction during their interviews. Two of 

the participants reflected on gains in customer satisfaction, including their expectations 

for the customer‘s experience, as well as values for and pursuit of quality practices and 

principles. One participant reflected in a neutral way, with neither gain or a loss in 

customer satisfaction, but simply an understanding of change in customers. The fourth 

participant reflected on declines in customer satisfaction as customers with complex 

problems that now required seeking help from multiple staff. 

One participant reflected on her expectations for the customers‘ experiences 

within her department. As the participant shared her reflections during the interview, she 

reflected on her expectations:  

I don‘t think that our customers would be able to pinpoint quality initiatives going 

on in our department. When I step back, I think, would we want them to? I don‘t 

know if I would necessarily want customers to know they are able to pinpoint, at 

some point, [we have] really begun to do things much better than [before]. I 

would want them to recognize that they had an overall good experience. And 

again, my department is one where students work with our department for a 

relatively short period of time, and then they are passed along to another 

department. So we don‘t want return customers. We don‘t expect to have return 

customers. But what we expect to have is a consistently high level of success with 
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the work that we do and a high level or increasingly higher level of satisfaction 

with the work that we do and our outcomes. So it‘s a little bit different from the 

relationship the rest of the campus has with a group of students or what we call a 

four-year or sometimes a five-year period when they are relying on services of 

different offices or departments on an on-going basis. Of course, [the rest of 

campus is] wanting those students to continue to be satisfied with their 

departments, but it‘s a little bit different for ours. They work through a necessary 

process to get here in the first place. We hope that they have a good experience so 

they feel like they made the right decision, but we don‘t expect them to be return 

buyers. So that‘s a little bit different and hard for me to answer. I want my 

customers to know that we are pursuing quality, and I guess I want them to sense 

we value quality, but not necessarily that we are pursuing it.  

This response indicates some level of mixed emotions in the participant. The 

participant may be conflicted as she is coming to a new understanding of customer 

satisfaction. Earlier in her reflection, she shared, ―I don‘t think our customers would be 

able to pinpoint that there are quality initiatives going on in our department.‖ Later, she 

said, ―I want them to sense that we value quality, but not necessarily that we are pursuing 

it.‖ The more she verbalized her concepts of quality and customer satisfaction, her 

understanding of it became slightly modified. This reflective learning aspect of the 

interview is not as transparent in other interview excerpts. For some participants, the 

reflective learning aspect of the interviews may not have occurred. For others, it may 
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have occurred, although it was not verbalized. in the later category, Learning, the 

learning aspect of the interviews will be discussed. 

Another interesting point to note in this response is that the participant did not 

want customers to be ―able to pinpoint, at some point, that [we have] really began to do 

things much better than [before].‖ She also said, ―We don‘t expect them to be return 

buyers. So that‘s a little bit different and hard for me to answer.‖ She understood that 

repeat business is a common indicator of customer satisfaction and gave this concept 

significant weight. She shared an understanding that she could compare the same 

person‘s experience on two separate occasions. In contrast, she did not share an 

understanding that the experiences of different customers could be captured and 

compared. However, she did recognize that the customer‘s experience is a factor in 

customer satisfaction. Her reflections included her department‘s values of quality 

practices and principles. ―What we expect to have is a consistently high level of success 

with the work that we do and a high level or increasingly higher level of satisfaction.‖ 

She expressed her department‘s goal that the customers ―recognize that they had an 

overall good experience.‖ This participant‘s reflections show her understanding that a 

department described as being a quality department would have high customer 

satisfaction as an indicator. She did not indicate an understanding of how improving 

customer satisfaction would be measured for her department. 

Another participant reflected more explicitly on gains in customer satisfaction as 

impacted by the implementation of quality practices and principles in her department: 
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Patients who say, ―This is the quickest service I have ever had‖ or "the best clinic 

I‗ve ever been to.‖ Or when you get notes back from patients saying that. Or they 

always have the opportunity to write a complaint or satisfaction form. We get a 

lot of those saying that they were happy with the services that they got. 

A third participant reflected on the differences between current customers as 

compared with customers in previous decades. His reflections were neutral, neither a gain 

nor a loss in customer satisfaction, but an understanding that customer satisfaction is a 

moving target driven by changing customer requirements. 

Every year we have a new group of students come into… [the] Student Center. 

They get involved in activities and student government and provide services and 

programs, and the students tend to be more mature than they were ten years ago. 

And yet I don't think they are any more mature. I just think they are more aware 

of what life is, and they seem to have more direction and that comes out as being 

more mature. But they still have the same needs. They still want to recreate, 

socialize, have leisure time, and to do things on their own. This is what the 

student union is trying to provide in everything we do here. 

The fourth participant‘s reflection indicated that her department is increasing the 

length of time to provide accurate answers to students, or a reduced level of customer 

service, than they previously provided prior to the initiative to centralize student services. 

On three separate occasions during the interview, this participant reflected on providing 

service to students (customers). Her first reflection was in response to key personal 



 

115 

experiences. She offered a unique perspective compared to other participants due to the 

nature of her position: 

I'm kind of a one-person office…. I work for Admissions, but I am in a different 

area than the other Admissions staff. I‘m in the same building. I do not work 

along side of others in the Admissions Office. Because of this, I have a different 

experience. Just speaking from my role as an adviser, one of the initiatives was to 

centralize the services to students in one area called the Student Assistance 

Center. And my personal experience with that has not been positive. I have found 

that students do not get ready answers when they go there, although I think now 

that this is improving. For the past couple of years, I don't think it has been a good 

change. My feeling is that students go to the Student Assistance Center when they 

have a problem that is a little bit out of the ordinary. If things are going well for 

the students, usually, they do not have to go anywhere and ask for help. So when 

they do go for help, they often need a specialist or someone with some knowledge 

in a certain area, [for example,] student records or financial aid. And I think they 

need some background and problem solving in that particular area. So I do not 

think their initiative really worked to serve students better than they have been 

served in the past. And I'd think, indeed, that they are still sent from here to there, 

back and forth, without getting the answers they should be getting. And that is one 

of the initiatives I noticed not to be real helpful to students. As for others, I guess 

where I‘m at, I am not really aware of many others. They decided to centralize 

those services, and I'm not sure it has been all that helpful. 
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As noted above in the discussion on efficiency, she mentioned her ability to 

provide service to students again in the interview when she discussed how key activities 

affected her. She stated that she has not been able to provide quick answers to students, 

and this indicated that customer service has suffered as a result of inefficiency. 

In response to questions about perceived change in self, she also touched on the 

issue of customer service: ―I feel less sure I know how to help students. And part of that 

is normal change; all of us have a little problem when things change. I think I used to get 

answers more readily.‖  

The statements above indicate that customer satisfaction changed as a result of 

implementation of quality practices and principles. Their reflections on customer 

satisfaction included an understanding level on customer perceptions of quality. 

Additionally, one participant shared her/his perspective on how customer satisfaction is 

an indicator of a quality organization. Customer feedback, awareness of changing 

customer requirements, experience of a change in-progress, and reduced customer service 

were other concepts shared by participants. 

What We Are Trying to Do Is Working 

Two participants claimed to feel validation, a sense of reinforcement, that they 

were doing the right things and going in the right direction after implementation of 

quality practices and principles. One said: 

[The initiatives] make me feel really good because…our enrollment is up 

incredibly. We have more applications this year for next fall than what we have 

had in the past. All of that makes a person feel good; [it makes us feel] that what 
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we are trying to do is working. And so, those are the things that made me happy. I 

am glad to be part of it. And we are being well-received and being recognized by 

those in the upper levels. They are thanking us. The enthusiasm runs through 

everybody. 

This participant reflected on how the feedback she was receiving from her 

supervisors and customers that affirmed that changes had been positive. This interview 

excerpt is discussed from an employee morale perspective in a separate category. 

Another participant already touched on the topic of validation when discussing 

efficiency as it related to work done and seeing customers in a ―timely manner.‖ Both 

participants interpreted customer actions as validation of ―what they are trying to do is 

working.‖ 

Summary 

This category, Approach to My Work, organizes the participants‘ experiences of 

their work during the implementation of quality practices and principles. The variation of 

their experiences was organized into eight concepts which included ―how I do my work,‖ 

anticipating instead of reacting, facts and data, organizational improvements, working 

with others, accomplishing things in teams, knowledge sharing, efficiency, customer 

satisfaction, and ―what we are trying to do is working.‖ Participants experienced changes 

to how they do their work. Changes ranged from small, personal changes (such as filing 

system) to changes affecting their work group or an entire department (such as access to 

the clinic appointment schedule or centralization of a service center). Also, the 

participants recognized that they are collecting more data and using it differently to make 
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decisions and bring greater efficiency to their work unit. Reflections included a greater 

awareness of the interrelatedness of their work and how they are now working more 

frequently in a team setting. Some participants experience success in their efforts as the 

changes they are implementing are experienced positively by the customers or end-users 

of their process. 
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CHAPTER 6 

CHANGES IN ORGANIZATIONAL STRUCTURE 

This category describes the participants‘ experiences of changes in organizational 

structure and how it felt to be in an organization during the implementation of quality 

practices and principles. Six of the participants reflected on this category. The reflections 

are organized into three concepts:  

1. Changes in my job 

2. Staffing 

3. What is my role in it? 

These concepts are described through experiences including excerpts from 

participants‘ interviews and how their reflections are similar to or different from other 

participants in the same organization.  

Changes in My Job 

Five participants reflected on how their job had changed in their experiences of 

changes in organizational structure during the implementation of quality practices and 

principles. One experience explores the consequences that result when there is more work 

to be accomplished within a job and the opposite idea of when less work occurs as a 

result of implementation of quality practices and principles. 

Participants reflected both positively and negatively on the increase of personal 

work load as a result of implementation of quality practices and principles. Of the five 

participants who included this concept in their reflections, all found that their work load 

had increased. In addition, one of these participants also noticed areas where the work 
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had decreased. These participants shared ten reflections throughout their interviews with 

half of the statements being categorized as positive and the other half being categorized 

as negative reflections.  

Those with positive reflections on how their jobs have changed shared the 

perceived opportunity of change. One said that he was ―given the ability to do more, to 

expand my knowledge, to help me on my job.‖ Another reflected, ―There have been 

small changes, like taking on more responsibility, which is fine with me. I would rather 

do that. So I think it is a positive.‖ A third participant also reflected on the opportunity 

(within change) to take on increased responsibility. ―My promotion to supervisor was 

because someone had to be in charge of the schedule.‖ The fourth interview excerpt was 

previously discussed under the concept of efficiency. The participant shared the impact of 

her change in her job had on bringing higher levels of efficiency to her department, 

However, this position has changed. I brought into the position assignments that I 

had in the past so the job classification has grown. The position used to be a 

typical receptionist position as far as greeting the guests and in dealing with the 

phones and the in-person activity. Now, I do the travel documents for the 

counselors; in the past another person did that. I do the ordering of supplies and 

work with the department budget. So it sped up the process. So when the 

counselors are on the road and come back and want reimbursement, in the past 

they would forward it to another person who did the paperwork. Now, it is just 

right here.  
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She observed how the increase in responsibility to her job benefited her co-

workers and customers.  

A participant with a negative experience with increased job responsibilities 

included the following reflection: 

I think a negative experience can be a frustration when trying to pursue these 

things when they do represent an additional work load. It isn't something you can 

quite incorporate into your regular work. While quality improvements is 

something you ideally want to incorporate into your regular work, writing 

assessments, preparing for visitors, going through a site visit, or debriefing after a 

site visit, are definitely extra. It is just above and beyond. There is no getting 

around that. It is a point of frustration. 

This same participant later mentioned benefits to her department: 

Initially, at one level they are an additional task. An additional responsibility that 

takes extra time is that I have to find something either on campus or away from 

campus. But it also added to my learning about the quality categories and about 

the values that I held related to the Baldrige criteria. So part of the benefit of my 

being involved was a greater personal understanding about the process and what 

benefits it will bring to my larger organization. 

The participant elaborated on this experience as she reflected on how she felt 

while implementing quality practices and principles: 

At some point, there was frustration. When you are writing, there‘s a certain 

amount of work that needs to be done by the deadline. There‘s a certain amount of 



 

122 

pressure. But I also had the job of doing some editing. And having done that, 

there was a greater sense of accomplishment. So what we were submitting to the 

Minnesota Council for Quality was the best possible document it could be. From 

the simple standpoint, that was a clean, well written piece. 

She expressed mixed emotions. Overall, she had a negative and frustrating feeling 

as a result of increased responsibilities and workload. Yet, she appreciated her personal 

and organizational gain in being involved. Another participant expressed similar mixed 

emotions. She, too, had a negative, frustrating feeling, yet she also appreciated her 

personal and organizational growth: 

There has been definite growth in skills and ability. We have gone to a number of 

workshops on triage at the University so we heard more of the legal aspects of 

what we're doing. So there has been definite growth. It has been frustrating 

because of how the system has grown. And we have not increased our staff, so 

there are some days when we are feeling stressed. 

A third negative experience was shared from the perspective of empathy for 

others through the observation of their reactions: 

I still retain that experience that I have initially fresh in my mind as I see other 

staff in our division grapple with those same questions I had originally. And they 

don't have the luxury of being immersed in it as part of their jobs. They have to do 

it in addition to what they are doing on a daily basis. Regularly, the question 

comes up; we don't have time to do this on top of what we already do. 
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This staff member empathized with others as he experienced similar emotions 

earlier in the change process.  

There was one participant who shared an experience of less work in her job as a 

result of implementing quality practices and principles: ―It has considerably eased our 

schedule and made our patients‘ wait shorter.‖ She reflected that this was a positive 

change as the changes were improvements that reduced stress. 

The participants who shared reflections on how their job changed in the context of 

the implementation of quality practices and principles experienced additional workload 

except for one participant who shared that the schedule was eased, reducing patient wait 

time. Those who experienced additional workload experienced the enjoyment of the new 

opportunity to take on more responsibility, while they also shared the frustration of 

balancing their current work with the additional workload. 

Staffing 

Two participants reflected on how staffing levels needed to change in their 

experience of changes in organizational structure during the implementation of quality 

practices and principles. One participant expressed that, as a result of the changes, an 

additional staff person was added, yet they remained at minimal staffing. The second 

participant reflected that the staffing pattern was the source of her organization‘s biggest 

challenge:  

We did add one more nurse who does not work in triage so we have a little 

broader or deeper staff. We have a little bit more chance of some time-off and to 

provide people a day off to go to workshops or take a vacation days or for calling 
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in sick. Because of the change we did seem to need more staffing because we 

needed a substitute. We could not do it with part-time staff. Minimum staffing 

seems to be the largest frustration. 

This same participant elaborated later in her interview: 

Because we have so many part-time people and hours vary, and our staff has 

grown, over the last 3-5 years in numbers…we had an increase in communication 

challenges as you might expect just because everybody isn‘t here all the time. 

This year we are making a major effort to correct some of those problems. 

A second participant echoed the reflection of the previous participant by including 

the staffing pattern as her experience of the organization‘s biggest challenge: ―The 

biggest challenges come in when we are short staffed. We have a very small staff. If we 

have a few people out, then patient wait time increases, and patient satisfaction 

decreases.‖ 

Both participants shared their experience of being understaffed. No participants 

offered reflections on there being no need for change in staffing levels or being over- 

staffed. 

What Is My Role in It? 

One participant reflected on how their role was unclear in their experience of 

changes in organizational structure during the implementation of quality practices and 

principles.  

First, I guess about a couple of years ago, I moved into the third role that I am 

filling right now and work with our Vice Chancellor on quality improvement 
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initiatives. I did not know a whole lot about what was going on at the time. Then, 

I was asked to work with him. Then, I was assigned, to the Performance 

Improvement Team, which is the team that spear-headed the efforts in our 

division. It was a steep learning curve for me. I had to spend a lot of time in an 

ambiguous environment trying to figure out why it is being done and what is my 

role in it. Where is it going? What are the benefits to us as an organization? I 

spent a lot of time just learning, sitting in meetings and hearing others talk. And 

saying, ―what does it all really mean?‖ Gradually, it began to jell. 

This participant reflected on his internal process of understanding the vision and 

finding and defining a role for himself. This reflection also shares the participant‘s need 

to determine how he might contribute to the initiatives instead of waiting for a supervisor 

to define a task or responsibility. Additionally, this participant‘s quote is analyzed from 

three other perspectives in the categories of change, employee morale, and learning. 

Summary 

Changes in job duties, staffing requirements, and role clarification were different 

ways participants reflected on changes in organizational structure and how it felt to be in 

an organization during the implementation of quality practices and principles. The 

participants seemed conflicted between the excitement changes brought in new 

opportunities for personal growth or a job promotion and the feeling of frustration from 

an increased workload that required additional staffing and confusion in providing value 

to the organization as their role evolved. 
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CHAPTER 7 

EMPLOYEE MORALE 

The category concerning employee morale describes the participants‘ experience 

of their motivation and psychological aspect during the implementation of quality 

practices and principles. In some respects, employee morale transcends all other 

categories, as increased morale is frequently associated with positive occurrences by 

participants and decreased morale is frequently associated with negative occurrences. 

Although the effect of positive and negative events on employee morale will be 

included in this category, this chapter will not revisit each positive and negative 

reflection. Rather, an examination of this category contains reflections on employee 

morale initiatives as they were implemented as a result of the quality practices and 

principles. Because the impact on employee morale surfaced when participants reflected 

on understanding the reason for change, this topic also will be addressed in this category. 

Likewise, the fluctuation of emotions and participants‘ sense of progress also fall into this 

category. 

Eight of the participants reflected on the topics that are organized within this 

category. The texts on employee morale were organized into four concepts:  

1. Morale Improvement Initiatives 

2. Understanding the Rationale Behind Change 

a. Not knowing why 

b. Knowing why 
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3. Experiencing a Roller Coaster of Emotions 

a. Fluctuations 

b. Ups 

c. Downs 

4. Experiencing Change as Stressful 

5. Feeling a Sense of Progress 

These concepts are described in greater detail through experiences detailed in 

excerpts from participants‘ interviews and how these are similar to or different from the 

feedback of other participants within the same organization.  

Morale Improvement Initiatives 

One participant reflected on an initiative designed to improve staff morale. Her 

reflection not only describes the initiative, but also expresses her emotional state and 

motivation as a result of ―being asked to be part of that group.‖ 

Well, the positive experience is when the director asked if I would be interested in 

being on a committee, the Human Resource Management team. It is the team 

made up of various staff from all different areas…. It is a good way to meet 

people and understand everybody has issues. It's just not one department that has 

issues. But it has been a real positive to be asked to be part of that group. And we 

are trying to think of all kinds of initiatives to improve staff morale. Whether it is 

with lunches, or just meetings or professional programs. We are just bouncing 

around ideas. We have been meeting for about a year and getting a sense of the 
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issues in the departments and how can we make things better. It has just been fun 

to be a part of that. 

As part of the implementation of quality practices and principles, leadership 

created a committee dedicated to improving employee morale. The very process of 

intentionally planning to bolster employee morale in fact served to bolster this 

employee‘s morale. The participant reflects on her own positive morale as she describes 

being recruited to be a team member of a committee with the objective of improving staff 

morale. 

Understanding the Rationale for Change 

When participants reflected on understanding the reason for change, it was clear 

that this understanding had an impact on employee morale. Three participants attributed 

not understanding the why of change as the reason for negatively experiencing changes. 

One of the three participants also reflected on the experience of knowing why. 

Understanding the reason for change was key to the experience of change in a positive 

manner. 

Not Knowing Why 

The participants‘ experience of not knowing why are understood by re-examining 

excerpts analyzed on topical areas contained in Chapters 4 and 5. One participant 

explained, ―The negative has been because we don't always know how things are going to 

be.‖ She said that her work group felt uncertain about its work environment due to 

leadership change and leadership‘s approach in implementing changes. 
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There has been a change in leadership which has been both positive and negative. 

The positive has been having a new spin on things, new ideas. The negative has 

been because we don't always know how things are going to be. For example, we 

have a new director that just came this fall. We are just getting used to the way he 

is doing things. His leadership style is different than what we are used to. There 

has been a change in who our supervisor is. That was a negative experience and 

the way she was appointed to be the supervisor. It was not discussed with any of 

us. We just came to work one day and it was announced. We did not feel we have 

a need to be supervised. That was a negative, still is a negative. 

Staff members‘ morale decreased as they internally speculated on the reasons 

behind the change. The work group did not know what precipitated the director‘s 

decision that they needed a supervisor, nor did they know how one particular staff 

member was selected for the position and no other staff members given an equal 

opportunity for the promotion. The process of identifying and clarifying problems and 

potential solutions was not approached in a way that engaged or aligned staff members 

with the leadership. This participant expresses how the new director and the staff member 

had different solutions to the department‘s problems; the director identified a need for a 

supervisor, the staff did not. Department leadership and staff did not share the same depth 

of understanding, nor embrace the same solution, and this disparity contributed to the 

decrease in staff morale when a change was implemented.  

Another participant reflected on her frustration as to why a specific change was a 

priority for the organization. 
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I think that our organization is still at a point where there are different levels of 

understanding about the [MQA] criteria and about why it is that this has been a 

priority for the organization. So there is frustration that comes out of that.  

This participant shares her frustration with the wide variation in understanding 

throughout the organization with respect to (a) the essence of the Minnesota Quality 

Award (MQA) criteria, (b) why the MQA process was a priority for the organization, (c) 

why the leadership team approached organizational problem-solving through the use of 

the MQA criteria, and/or (d) why implementing a problem-solving approach was a 

priority for the organization. 

The third participant mentioned the importance of knowing why at three different 

points during the interview. As with other aspects of employee morale, the participants‘ 

experiences of not knowing the why behind change transcended other categories. When 

reflecting on key experiences during implementation of the quality practices and 

principles, this participant reflected, ―I retain the freshness of that frustration, not 

knowing why and benefits of it.‖ His reflection included his internal processing. He said 

that ―trying to figure out why it is being done‖ was a key experience for him. The 

purpose, benefits and relevance were not presented in a way this participant could 

understand quickly, and as a result the participant experienced confusion and frustration. 

This experience can be interpreted to indicate that the concepts introduced were unique 

enough to present the participant with a new way of thinking. The participant discovered 

that the new quality practices and principles did not conform to his mental model or ways 
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of understanding the world, and through learning he gradually createda new paradigm for 

understanding his experiences. He explained: 

Being assigned to the Performance Improvement Team, which is the team that 

spearheaded the efforts in our division, it was a steep learning curve for me. I had 

to spend a lot of time in an ambiguous environment trying to figure out why it is 

being done and what is my role in it. Where is it going? What are the benefits to 

us as an organization? I spent a lot of time just learning, sitting in meetings and 

hearing others talk. And going, ―What does it all really mean?‖ Gradually, it 

began to jell. 

Twice the participant mentions ―spent a lot of time.‖ This participant attributes his 

understanding to the time and effort he put into learning, and this view is even more 

evident within the following interview excerpt. The participant next reflected on how he 

felt during the implementation of the quality practices and principles. 

One of the emotions, or maybe you might call it a state of mind, is confusion. And 

associated with that is frustration, when you don't really know why you're doing 

something or the benefits and why it is relevant to you, then it‘s so hard to do it. 

With the kind of commitment that success in effort would require. So I recall 

frustration, confusion. Also I recall moments of what could be called borderline 

elation, happiness, making some realizations about those purposes and benefits, 

those moments I would go, ―Oh, okay, I can see that more clearly now.‖ But it is 

like a roller coaster. Once you figure something out, all of a sudden there is 

something out there and it hits you and throws you back into that realm of 
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ambiguity. So it is a back and forth thing. The benefits I've seen so far are a cause 

for happiness, satisfaction -- but it is a little bit of all of those emotions. 

At the beginning of his statement, the participant shares ―frustration, when you 

don't really know why you're doing something or the benefits and why it is relevant to 

you.‖ The disparity in understanding between the department leadership and this 

participant led to the decrease in his morale as changes were implemented. As he 

continues with his reflection, he moves to a positive experience discussed in the next 

section. 

Knowing Why 

As referenced in the previous section, the participant shared his feelings of 

―elation, happiness, making some realizations about those purposes and benefits.‖ He 

understands the ―kind of commitment‖ required by the organization to be successful with 

comprehensive implementation of quality practice and principles and to realize benefits 

from that effort. Additionally, there is an implication that there is a commitment by the 

participant to persevere in his learning of the quality concepts. 

The participants who reflected on how they lacked understanding of why the 

organization and their jobs within the organization needed change were those who 

experienced a decrease in morale and changes negatively. The participant who 

experienced an understanding of the reason for change was the one who had higher 

morale and positively experienced change, though it took him significant effort to come 

to that level of understanding. 
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Experiencing a Roller Coaster of Emotions 

Fluctuations 

Emotions transcended all of the experiences shared in the interviews. In this 

concept, discussion of emotions will be limited to those explicitly stated by the 

participant. Two participants specifically mentioned an emotional swing. One participant 

said, ―I recall frustration, confusion. Also I recall moments of what could be called 

borderline elation, happiness.‖ He explained this further: 

It is like a roller coaster. Once you figure something out, all of a sudden there is 

something out there and it hits you and throws you back into that realm of 

ambiguity. So it is a back and forth thing. 

Another participant used an oceanic metaphor to describe the vacillation of staff 

emotions: 

Well, there are plenty of ups and downs. I remember one mentor talking about it. 

It is like riding a wave. There are real peaks and big dips. Sometimes you need to 

step back a step or two. You‘ve got to understand the process of change. You 

need to nurture and enable change.  

Both participants experienced a fluctuation of emotions. They both reflected as to 

why a fluctuation would occur. The first participant proposed that the emotional swings 

were based on understanding of change. His understanding evolved during the 

implementation process, though it is implied that he expected to understand 

comprehensively at the beginning of that process. The second participant proposed that 

emotional fluctuations were reactions to the personal side of change. He also 
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acknowledged that leading an organization through a major change requires interpersonal 

skills such as nurturing and enabling. This is a sharp contrast to the more frequently 

recognized hard skills in the management functions of planning, organizing, staffing, 

directing and controlling, or the technical knowledge base and subject matter expertise 

emphasized in many higher education management courses. 

 A third participant shares her mixed emotions as she describes authoring and 

editing the application for the MQA.  

At some point, frustration. When you are writing, there‘s a certain amount of 

work that needs to be done by the deadline. There‘s a certain amount of pressure. 

But I also had the job of doing some editing. And having done that, there was a 

greater sense of accomplishment. So, what we were submitting to the Minnesota 

Council for Quality was the best possible document it could be, from the simple 

standpoint that it was a clean, well-written piece. 

This participant reconciles her feeling of frustration with her later sense of 

accomplishment and delayed gratification. 

Ups 

In addition to speaking of varied emotions, some participants explicitly shared 

emotions or morale in their reflections. Four participants expressed ups or positive 

emotions during the change process. These emotions included feeling rewarded, 

respected, satisfied, happy, recognized, and enthusiastic. 

Two participants reflected on how they felt after the department sent them to a 

conference. One participant mentioned it when asked about the effect of the tasks she was 
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asked to do as part of the initiatives. She found her participation in planning and 

implementing ―very satisfying, so much so that three of us went to the National College 

Health Conference to present our program and how we had changed our clinic.‖ Another 

answered the same interview question, saying, ―It made me feel more rewarded for doing 

a good job. Respected. Giving me the ability to go to a conference and not have to pay for 

it out of my own pocket.‖ Later in her interview, this participant also stated, ―When you 

feel good about your job, you have a better attitude and probably work harder. And want 

to give more to the organization.‖ 

When interviewed about her key experiences during the implementation of quality 

practices and principles, a third participant said, ―Things that were related to how to 

improve morale throughout the whole building and how to improve our patient flow to 

reduce patient wait time.‖ The participant went on to explain how she was involved in 

running mock patients through the clinic, time trails and providing pre- and post-visit 

surveys to actual patients. She found it very rewarding to read patient surveys with 

comments such as ―[this was] the quickest service I have ever had‖ or ―the best clinic 

I‘ve ever been to.‖ 

A fourth participant, in five different segments of her interview, expressed her 

feelings of accomplishment, happiness, recognition, enthusiasm, and respect. The first 

occurrence during the interview was when she was asked about the effect of the tasks she 

participated in as part of the initiatives. 

 It‘s just all of that that makes the person feel good. And that what we are trying 

to do is working. And so, it is those things that just made me happy. I am glad to 
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be part of it. And we are being well-received. And being recognized by those in 

the upper levels. They are thanking us. The enthusiasm runs through everybody. 

As she reflected on positive experiences as part of the quality initiatives, she 

shared how she felt about being asked to be on a committee. 

But it has been a real positive to be asked to be part of that group. And we have 

been trying to think of all kinds of the initiatives to improve staff morale … [it] 

has just been fun to be a part of that. 

Later in the interview, she was asked, ―What type of changes in yourself do you 

see or feel as a result of participating in the initiatives?‖ She responded: 

It is always nice to feel respected. It is just nice to know that if you say 

something, whether it is a good suggestion or bad, there is always somebody there 

to listen. It is just nice to be comfortable, and I am very comfortable in my 

position. I feel like I can question and I would be heard, whether I was right or 

wrong. We just have good discussions. And good communications. I just feel 

good about it. 

When asked to compare her current work to the work she accomplished in the 

past, she responded: 

Even putting aside the work, if you are not in a very happy work environment, it 

just sort of reflects on every thing else. Here, this is a very happy environment. It 

is a fun environment. There is a lot of respect. Everybody likes each other. It 

works. 
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At the close of the interview, in her final comment, she said, ―Well, I think I 

touched on it. It has to do with our leadership. And the positives. And the positive 

attitude. They just reflect on it all.‖ 

This participant expresses a near-euphoric state. In her first interview excerpt, she 

attributes that fact of ―what we are trying to do is working‖ as the catalyst for her 

participation, recognition, and work group‘s enthusiasm. In her second excerpt, she 

attributes her positive attitude to being asked to be part of a team. She experiences being 

targeted by her supervisor to be on a committee as a sign of respect. She appreciates 

being considered, invited and included on a team. The focus of her third excerpt is 

respect. She finds the discourse between herself and her supervisor respectful, which she 

―just feels good about.‖ In her second and third excerpts, she provides insight about how 

her supervisor contributes to her attitude, and in her fourth excerpt, she provides insight 

into the impact of her work group, ―It is a fun environment. There is a lot of respect. 

Everybody likes each other. It works.‖ 

Downs 

In contrast to the positive emotions and morale expressed by the previous four 

participants, six participants shared how morale had declined or their experience of 

negative emotions. One participant mentioned a few things that she feels are negative. 

She uses the word ―negative‖ and does not elaborate with an emotion, such as frustration, 

anger or disagreement. ―The negative has been because we don't always know how things 

are going to be.‖ She does not explicitly share how these actions impact the employee 

morale, but a decrease in employee morale can be inferred. Later in the interview, this 
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participant shared her discontent with follow-through by management on findings and 

recommendations from reports. ―One suggestion was that all the managers and 

supervisors had training so they can be more efficient and they can be better at 

supervising. However, no one has had the supervisor training.‖ Additionally, she 

reflected: 

Another thing that was brought up was wages. The staff thought they were not 

fair. That has not been changed or brought up, either. There have been things that 

have been recommended by the staff, and I don't know where the implementation 

has been or where it is at. 

The participant reflections in all three of these excerpts indicate negative 

employee morale. In her first comment, the participant finds the changes negative, and in 

the second and third interview excerpts, she is impatient with the slow rate of change. 

Her morale has decreased as she becomes increasingly frustrated waiting for her 

suggestions to be implemented. The first interview excerpt describes how a change was 

imposed on the work group while the second and third interview excerpts describe 

employee requests for change. In contrast to the approach of the supervisor described by 

the near-euphoric participant who was part of a team that determined and implemented 

changes, the approach of this participant‘s supervisor in announcing change had the 

opposite effective on the participant/employee. Additionally, the practice of submitting 

employee suggestions to the supervisor for implementation left the participant 

experiencing frustration, as she did not know if her ideas were accepted or if they would 
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be implemented. This was a contrast to the near-euphoric participant who felt respected, 

recognized and included in the change process.  

The third participant shares her experience of working with employees with low 

morale.  

[The organization conducted] surveys that caused a lot of people to do what we 

call navel-gazing and evaluating their situation. And I think the more they are 

looking at it, the more dissatisfied people are becoming and seeing more problems 

than there actually are.… Some of that has been perpetuated by all of the talk 

about it. It is good to get things out in the open, but just how long do you talk 

about all that stuff? When do you say, ―We need to go on from here.‖ We are 

struggling with that a little bit. And my job as supervisor is to be part of the 

process. Because I became a supervisor over them, and there was dissatisfaction 

over that. 

This participant surmises that the staff exaggerate the size or seriousness of 

problems. Additionally, she speculates on employee dissatisfaction as a result of her 

promotion and proposes improving morale by asking staff to accept the new 

organizational structure and move on to the next project. The change offered her 

professional advancement; however, the staff were not supportive of the promotion, and 

this was a driver of their decreased morale. 

Experiencing Change as Stressful 

The following participant reflects on the impact of stress upon the staff as result 

of implementing business process change.  
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The amount of effort they spend in these initiatives that they could have 

redirected elsewhere, and the toll it takes on them personally, and stress it inflicts 

upon them. Is it worth it? That‘s the big question.  

This reflection expressing that change may not be worth the stress also contains a 

belief that there are other priorities that would either inflict less stress or yield greater 

benefits to the organization, indicating that thus the effort should be redirected. The 

participant observed stressed colleagues and pondered the worth to each of them and the 

organization. As previous participants mentioned the importance of understanding the 

reason for change, this participant does not share whether or not he understands the 

reason for change, nor even if he disagrees with the change, though such an 

understanding might provide the participant with a better ability to determine the worth 

of the change effort. Another participant also mentioned stress; however, her reflection 

was shared in the context that a growth in business had not been matched with a 

proportional increase in staffing.  

So there has been the definite growth. It has been frustrating because of how the 

system has grown. And we have not increased our staff, so there are some days 

when we are feeling stressed. 

In the first interview excerpt, stress was attributed to change driven by leadership. 

In the second excerpt, stress was attributed to change in the business climate. Neither 

participant shared how they were empowered to make changes to improve their own 

work environment or reduce the stressors.  
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Feeling a Sense of Progress 

Feeling a sense of progress was key to participants‘ emotional state and 

motivation during the implementation of quality practices and principles. This sense 

emerged as the final concept within the category of employee morale. Two participants 

mentioned accomplishment as a sense of progress while a third participant mentioned that 

when leadership backed off he felt a setback or just the inverse of progress. 

As previously reported as a variation of emotions, the first participant found a 

sense of accomplishment in her work. 

When you are writing, there‘s a certain amount of work that needs to be done by 

the deadline. There‘s a certain amount of pressure. But I also had the job of doing 

some editing. And having done that, there was a greater sense of accomplishment.  

A second participant also reflected a sense of accomplishment from completing 

tasks that were part of the implementation of quality practices and principles. She felt 

good, she said. ―I did not feel like it was extra work for me to write the manual. A lot of it 

was something that I did in my daily job anyway. I did not have any bad feelings about 

it.‖ 

The third participant experienced a setback in progress as the leader backed off 

when approaching retirement. 

One of the key negatives that was one of the most difficult things to work through 

personally, in my vocational life, was when we had a good start institutionally … 

and he just backed off. Didn‘t give it the time of day after that. We just had to 

back off of it and regroup. 



 

142 

Reflections on progress towards completion or completion of a goal also had an 

impact on the morale of the participants. The participant who was able to actualize 

completion overcame frustration with satisfaction. The participant who encountered the 

setback experienced it as one of the most difficult things to work through in his 

vocational life. 

Summary 

As stated previously, employee morale can be understood to transcend most of the 

categories in this report, as positive experiences frequently improve employee morale 

while negative experiences have the opposite impact. As participants reflected on the 

implementation of quality practices and principles, they shared both the intentional 

efforts to improve morale and the actions that unintentionally influenced their morale. 

The participant on the Human Resource Management team with a employee 

morale improvement focus realized increased morale as a member of the committee. She 

felt recognized in being recruited for the committee, as well as respected for her 

contributions to the committee. Others expressing positive morale or emotions included 

those who understood the reason for change, although it required personal effort to reach 

that level of understanding. Those who were included in the change process also 

experienced higher morale; the participant whose supervisor included her as part of a 

team that determined and implemented changes was enthusiastic about the changes. 

Finally, recognizing progress toward a goal – or feeling that ―what we are trying to do is 

working‖ – was key to higher morale. 
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The participants whose reflections included low employee morale or negative 

emotions also were those who did not understand the reasons for change and those who 

were not included in the change process. One participant explained, ―The negative has 

been because we don't always know how things are going to be.‖ She reflected on how 

decisions were announced and how she felt as she had no influence on change, including 

the employee suggestions for change. Additionally, participants expressed low morale if 

they did not observe progress toward a goal or overall organizational improvement.  

Other participants reflected on their mixed emotions and proposed causes for this 

occurrence. One participant proposed the fluctuations were based on understanding. The 

more he understood, the more positive he felt about the changes. The second participant 

proposed the fluctuations were based on the act of changing human behavior. A third 

participant mentioned variation in emotions as they offset each other. This participant 

found the sense of accomplishment as delayed gratification overtook his previous 

feelings of frustration. 

Overall, the level of understanding the reason for changes in the organization and 

how those changes might impact their work had an influence on employee morale. 

Supervisor approaches to change also contributed to employee morale.  
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CHAPTER 8 

LEARNING 

This category describes the participants‘ experiences of learning as it occurred 

during an organizational implementation of quality practices and principles. Four of the 

participants reflected on this category. These concepts are described through excerpts 

from participants‘ interviews and an examination of how their experiences were similar 

to or different from those of other participants within the same organization.  

One participant reflected on her personal growth and education through 

workshops in her vocation as a nurse: 

[There has been] definite growth in skill and ability. We have gone to a number of 

workshops on triage at the university, so we heard more of the legal aspects of 

what we're doing. So there has been definite growth. 

This reflection shares her belief that she gained more knowledge in the legal 

aspects of her vocation as well as a growth in her skills and ability through attending the 

workshop.  

A second participant reflected on her personal learning while implementing 

quality practices and principles at two different points in her interview. She mentioned 

learning as she reflected on the personal effect of implementing quality practices and 

principles: 

Initially, at one level, they are additional tasks or additional responsibilities that 

take extra time that I have to find either on campus or away from campus. But 

they also added to my learning about quality categories and about the values that I 
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held with the Baldrige criteria. So part of the benefit of my being involved was a 

greater personal understanding about the process and what benefits it will bring to 

my larger organization. 

In her reflection, she referenced the Malcolm Baldrige National Quality Award‘s 

processes and criteria as objects of her personal learning. The participant also 

experienced her ability to determine the benefits the Baldrige Award would bring to her 

organization.  

The same participant reflected on changes she noticed in herself. She was aware 

of one change--how her learning evolved to her current level of understanding. She 

stated: 

I find I become increasingly better at conveying to my staff the net benefit of 

doing these things. And I guess I am better able to articulate it because I am better 

able to understand it myself. For example, if we were to give up the Minnesota 

Council for Quality's site visit and award process, what would be the benefit to 

the organization? Well, the benefit to the organization would be all the learning 

that has taken place, and we can continue to strive for an understanding of the 

quality categories and the values that are held within those categories. I think that 

I can better express what the value is even if there were no award 

The participant recognized that an award can be the goal; however, she also 

articulated that there is value in pursuing the award process. Each staff member‘s 

personal learning in just being familiar with the process modified the organization‘s 

behavior. As this participant stated, ―The process challenges us to continue 
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improvements.‖ Her reflection on her personal learning acknowledges organizational 

learning in that she realizes ―the benefit to the organization would be all the learning that 

has taken place.‖  

The third participant‘s reflections included insights into his learning process as a 

new member of the previously established Performance Improvement Team, the work 

group that initiated implementation of quality practices and principles. He said: 

It was a steep learning curve for me. I had to spend a lot of time in an ambiguous 

environment trying to figure out why it is being done and what my role is in it. 

Where is it going? What are the benefits to us as an organization? I spent a lot of 

time just learning by sitting in meetings and hearing others talk and asking, ―What 

does it all really mean?‖ Gradually, it began to jell. 

This participant joined a pre-existing team that had already spent significant time 

understanding the quality concepts. The group was further in their learning than the 

participant was in his individual learning. He reflected on a steep learning curve in the 

conceptualization of a new mental model and of bringing this new knowledge into 

operational actions. The third participant continued: 

I learned in the improvement initiative language and jargon. As I began to 

understand and translate that language [into] more practical terms I could 

understand, [I said,] ―Oh, I see why we‘re doing this.‖ I can see the benefits. I was 

able gradually to understand it and buy-in more to why we were doing it. I think 

that was a significant time for me because I went from not understanding why to 
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understanding more completely, more fully, some of the purposes and the goals 

[and] objectives of this kind of work.  

This statement shows how the participant caught up to the team in learning and 

understanding and became aligned with them. The participant made a connection 

between the actions and impacts over a range of situations and could create a new 

experience in terms of how he could contribute to the organization through improving the 

organizational learning interactions. He reflected on this experience: 

So I think I am in a unique position because of how quickly I had to immerse 

myself into it. I retain the freshness of that frustration, not knowing the why and 

benefits of it. I think I am able to empathize more fully with them as they grapple 

with those issues.  

This same participant then moved from reflecting on the learning and knowledge 

transfer process to the content of the learning, the quality practices and principles, and 

shared his deeper level of understanding and personal alignment with the concepts. He 

emphasized understanding why throughout his reflection: 

It certainly has changed my perspective. Before I began this work, my focus was 

more narrow and local and very parochial. I was looking at our organization and 

its environment and concerns as opposed to looking more broadly or more widely. 

What else was going on around the nation and the region that might affect us as 

an institution? Before it was, ―How many students have we recruited this year? 

Where do we need to be to meet our goal?‖ Now the question is, ―We know what 

our goal is. What might be in our way towards achieving that goal, not only in this 
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year, but next year and five years down the road?‖ So it has raised my awareness; 

I have expanded what I call my radar from a very small geographic locale to a 

much broader area. 

 He acknowledged personal behavior modification and learning as he shared how 

his radar has expanded. He also acknowledged organizational behavior modification and 

learning in determining and achieving goals. 

The fourth participant who included personal learning in his reflections elaborated 

quite extensively on his learning. First, he reflected on his quality journey, which for him 

could be analogous to a religious epiphany. His personal experiences, professional 

relationships, growth, and learning dramatically transformed his business perspectives 

and practices: 

I think I sensed…its [quality practices and principles‘] potential, and then I think I 

got into it pretty early on. I guess most of my vocational life I have been an agent 

of change. I did not see it as a threat. I saw it as an opportunity. It would have 

been a positive impact on an organization, but it was a long-term process. I think 

once I got that perspective, it was a good healthy journey.  

This participant was one of the first staff in the organization to be exposed to 

quality practices and principles. He understood how his organization could benefit from 

the quality methodology, although he did not know the best way to transition to improved 

organizational practices. Along with other leaders in his organization, he began by 

acquiring knowledge through mentors, such as Casey Collett from Oregon State 

University; conferences, such as the Deming‘s 4-Day Seminar and The Concepts of 
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Variation; professional organizations, such as the Minnesota Council for Quality and 

American Association of Higher Education Consortium; partner businesses, such as 

Rochester-IBM, 3M Dental, Sunny-Fresh Dairy, and the Dartmouth-Hitchcock Clinic; 

and self-assessment instruments such as the National Baldrige Award and the MQA 

criteria. 

As the leadership team implemented changes, this participant learned both 

personally and as a member of the team. He explained: 

Well, there are plenty of ups and downs. I remember one mentor talking about it. 

It is like riding a wave. There are real peaks and big dips. Sometimes you need to 

step back a step or two. You‘ve got to understand the process of change. You 

need to nurture and enable change. You‘ve got to be going through constant 

change and constant learning if you are serious about improving.  

As he described the ups and downs in his reflection, and what was required of him 

to stay with the process long-term, he began to reformulate his learning experiences into 

generalizations that could be applied to other situations. His advice for others seeking to 

create a similar change in their organization was to ―nurture and enable change.‖ 

Additionally, in his reflection process, he shifted from personal learning to transferring 

the knowledge for organizational learning. He reflected on a big dip in which he needed 

to take a step or two back: 

One of the most difficult things to work through personally, in my vocational life, 

was when we had a good start institutionally and then the chancellor indicated 

that he was going to retire.  
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The participant explained that, while the chancellor had indicated his preference 

to continue, and the institution was close to completing the implementation, it was left up 

to the remaining leaders to determine if they would proceed or discontinue efforts. He 

discovered there was not enough support to proceed. He explained: 

That transition, when it was just dropped abruptly, was probably the primary 

negative thing. There was a lot of learning that occurred. As a result, to keep 

working as a division, having to interface all the pieces with that existing culture 

is a little harder. It is a little more cumbersome. It is not as easy as when the 

whole institution is working toward the same outcomes. 

His reflection includes the remembrance that less effort in pursuing change was 

required previously, when there was organizational support. Additionally, he summarized 

his experiences of working through the setback, stating, ―There was a lot of learning that 

occurred.‖ This statement also reveals his understanding of intermediate milestones that 

need to be attained in order to achieve a final goal or result. In this case, learning was a 

result that, once accomplished, would aid in the future to attain the greater goal. 

This participant also noted changes in himself as a result of participating in the 

initiatives. He stated: 

I continue to be a better learner. I am particularly learning how to build on a 

system and foundation so that learning accumulates. It‘s not learning in stops and 

starts but learning in collecting all the information and experiencing it day to day 

in a framework or system that really makes sense. When you see that, it‘s a habit. 

And I think it certainly affects behavior in time. In terms of being more efficient, 
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effective, and probably more assertive, understanding what a partnership means 

makes it much clearer or better.  

This reflection shares an experience of ―learning how to build on a system and 

foundation so that the learning accumulates.‖ Further, this participant advised others:  

It really doesn't have much impact if you just tinker around with it and really don't 

get into it. Deeper understanding and application are something to take seriously right 

from the start.  

Furthermore, he emphasized, through affirmation of one of W. Edwards 

Deming‘s 14 Points, the need to drive out fear: 

If you are going to ask people to really learn something like this, you must do 

everything you can [to provide] some sense of security…. They [need to] know 

[that] when they come in the morning and go home at night, they will have a job. 

And lastly, the participant reflected on his role of facilitating learning during the 

organizational implementation of quality practices and principles: 

I suppose my role has been a leadership role and a nurturing role. I try to 

encourage learning. We are in it to say one of our core values/critical success 

factor is organizational and personal learning. We are serious about that. I have 

tried to provide leadership for that. 

This participant‘s reflection included both leadership and nurturing roles in 

encouraging personal and organizational learning. His inclusion of a nurturing role 

differentiated his experience from others. Although leadership is frequently mentioned as 

a core value or critical success factor in related literature, nurturing is comparatively rare.  
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The participant found improvements in organizational learning to be a positive 

experience in his involvement in the initiative. He explained: 

The integration of new learning … happens now, every day, in some way or 

another. I feel we are building on something solid, something systematic. 

Learning continues to accumulate.  

Summary 

Personal learning was experienced by one participant as growth of skills and 

abilities in her vocational area if subject matter expertise: triage. Another participant 

experienced growth in her understanding of the organizational implementation of quality 

practices and principles. Her experience included self-awareness of her learning, how she 

was ―better able to articulate it because I am better able to understand it myself.‖ The 

third participant also expressed self-awareness in his learning, saying: ―I went from not 

understanding why to understanding more completely, more fully, some of the purposes 

and the goals, objectives of this kind of work.‖ 

The fourth participant shared many of his experiences through the perspective of 

learning, both organizational and personal learning. His experiences included attending 

conferences and gaining an understanding of the content and subsequently returning to 

his work environment to apply the content. He also shared how the leaders arrived at 

generalizations after reviewing and analyzing data from operational activities. 

Participants also identified conditions that enhanced the environment for learning. 

These conditions included leadership and nurturing. One participant also noted that the 
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environment needed to have an absence of fear for learning to occur. This participant‘s 

reflection shared his perspective on the interrelatedness of learning and change.  
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CHAPTER 9 

POST-ANALYSIS LITERATURE REVIEW AND DISCUSSION 

The purpose of this chapter is to present a post-analysis literature review within 

the context of the descriptive categories that emerged from the analysis of the interviews. 

Also included in this chapter is discussion of the categories.  

Experience of Change 

In the category of Experience of Change, the participants described what it felt 

like when their work environment was changing, and, more specifically, their experiences 

were changing as a result of the implementation of quality practices and principles in the 

work environment.  

Leading Change 

Within this category, Leading Change, participants revealed their experiences of 

how: a) leadership support is important, and b) leadership brings change. Participants 

experienced setbacks when the chancellor, a key supporter for the implementation of 

quality practices and principles, retired. The staff awareness of the chancellor‘s 

retirement was enough to impede the change process and have an impact on staff 

experiences. The staff also experienced a resurrection of the implementation efforts as the 

incoming chancellor affirmed the direction of the organization. The participants‘ 

experience aligned with the findings of Scholtes (1988), who found that implementers of 

TQM frequently encountered deeply ingrained bureaucratic processes that were resistant 

to change. Scholtes noted that, for implementation efforts to be sustained, empathetic, 

facilitative leadership behavior was required. 
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Another aspect of the Leading Change category that the participants shared 

occurred when there was a change in the organizational leadership, including both a 

different leader and a different approach by a current leader. One reflection included the 

participants‘ view that new leaders provided new ideas and direction. In another 

reflection, the participant noticed a change in a leader‘s style, which increasingly engaged 

the staff in problem solving and planning. Leaders‘ impact on organizational change is a 

focus in the literature. Hambrick (2007) found that organizational outcomes are 

predictable in proportion to the amount of managerial power. Specifically, changes 

directed by the organization‘s leaders are influenced in two ways: ―Executives act on the 

basis of their personalized interpretations of the strategic situations they face, and these 

personalized constuals [sic.] are a function of the executives‘ experiences, values, and 

personalities‖ (Hambrick, 2007, p. 332), as described in the upper echelons theory. 

Hambrick (2007) explained that ―upper echelons theory offers good predictions of 

organizational outcomes in direct proportion to how much managerial discretion exists. If 

a great deal of discretion is present, then managerial characteristics will become reflected 

in strategy and performance‖ (p. 335). Another hierarchical perspective was proposed by 

Deming (1986), who posited that managers are responsible for the system and that the 

workers work within the system. An alternative to a hierarchical model is to determine 

the degree of autonomy or the degree of freedom an individual has over a process or 

schedule. When employees have autonomy and the power to make changes, they can 

improve the system, as in the case of NUMMI automobile manufacturing (Adler, 1993).  
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Approach to Change 

Participants experienced approaching change differently, depending on its relation 

to the alignment of change with their work, the completion and commitment of change, 

and the employees‘ readiness to change. All participants, however, found that 

communication is essential for change. 

Two participants shared that it was easier for them to adopt organizational change 

because it fit with the nature of their work. This is similar to Kezar and Eckel‘s (2002) 

finding that, when leaders understand the culture of the organization, they are more 

successful in accomplishing change. Furthermore, when cultural misunderstandings 

occur, change implementations are stymied. 

A third participant shared the experience that change was achieved to a different 

degree, and a fourth participant shared his experience that the commitment of change 

varied at different levels within the hierarchy of the organization. Both of these 

experiences were reflected in the literature. Duderstadt (1997), former president of the 

University of Michigan, found in an informal survey in higher education that, on a scale 

of zero at status quo to 10 as radical change, faculty responded with the lowest scores at 

three or four, sharing their belief that universities will undergo minimal change in the 

future; administrators responded about double that at seven or eight; and university 

presidents had numbers that exceeded the high end of the scale. Survey responses were 

similar based on where in the organizational hierarchy an individual worked. A situation 

such as the one described by Duderstadt (1997) may account for participants‘ reflections 

that the leaders assumed that more staff had a similar understanding of the degree of 



 

157 

change that was needed in the organization, as well as the expectation that they would be 

self-motivated in implementing changes at their level. These studies are also congruent 

with the participants‘ observations that the level of change varied depending on where in 

the organizational hierarchy an individual worked. Additionally, the variation of beliefs 

of the need for change throughout the organization leads to different levels of readiness 

for change and the role of communication during change. 

Other participants shared that there is variation in individual readiness when 

approaching change. The individual‘s readiness for change is also discussed in the 

literature. Allen and Cherrey (2003) shared their insight that an individual‘s readiness for 

change is affected by how much they are influenced by external factors. For example, the 

presidents mentioned in Duderstadt‘s (1997) informal survey may receive feedback from 

peer institutions, state legislatures, businesses, donors, and civic organizations and come 

to the realization of the dramatic need for change, whereas faculty or others in the 

organization are not routinely exposed to this feedback and subsequent awareness. 

In addition to external factors, there are internal factors that also influence an 

individual‘s readiness for change. Weick and Quinn (1999) explained that people are not 

ready for episodic change all at the same time: ―When people are exposed to change 

interventions, they are at one of four stages: precontemplation, contemplation, action, and 

maintenance‖ (p. 373). Precontemplators are unaware of any need for change. 

Contemplators are aware of a problem but have not yet made a commitment to change. 

Those at the action stage are implementing behavioral change. The fourth stage is the 

maintenance stage, in which individuals strive to maintain the change until the end or 
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termination (Weick & Quinn, 1999). One of their key findings was that episodic change 

was not linear; it was spiral in that most people who reach the action stage find it difficult 

to unfreeze established patterns and, instead, revert to previous habits three or four times 

before they maintain the new pattern. They found that most relapsers re-entered the cycle 

at the contemplator stage, skipping the precontemplator stage and reducing the time 

before the individual entered the action phase again. Weick and Quinn (1993) made the 

point that, if change passes through a contemplation stage, then people are changing 

before it is possible to observe any alterations in their behavior. They suggested that one 

type of intervention could be to bring staff to the contemplation stage. This point is 

emphasized by findings that people can be in the contemplation stage for a long period of 

time (e.g., two years), depending on the change (Weick & Quinn, 1999). 

A final way that the participants have experienced approaching change is that they 

realized that communication is essential for change. The literature also highlighted the 

importance of internal communication in organizations. Young and Post (1993) identified 

eight factors that determine the effectiveness of employee communications; the most 

significant factor was ―the chief executive as communications champion‖ (p. 34). CEOs 

who were unable to articulate their vision or serve as the icon personifying the change 

could not delegate this task and achieve a successful change. Young and Post found many 

examples of CEOs who championed communications by allocating 10 to 15 percent of 

their time to exchanging ideas and answering questions with employee groups. One 

senior manager included in the Young and Post (1993) study attributed successful 
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reorganization to a strong communication effort and regarded internal communications as 

a crucial tool: 

Enormous! We can move faster, jump higher, dive deeper, and come up drier than 

anybody in the business. When we hang a left, everybody goes left. It gives us an 

enormous ability to work as a team. Other companies in our industry have yet to 

find that out. (p. 35) 

The senior manager validated time spent in employee communications as a wise 

investment for the organization. 

Uncertainty in Change 

Participants shared their experiences in uncertainty in change in four different 

ways. Quinn (1996) used the phrase, ―walking naked into the land of uncertainty‖ (p. 10) 

to refer to how bringing about personal change moves us outside of our comfort zone and 

oftentimes involves a leap of faith or some level of risk. As uncertainty occurs in personal 

change, it also occurs in organizational change. Allen and Cherrey (2003) described how 

individuals who work in the organization must change in order for the organization to 

change. However, the individuals usually notice the change that needs to occur in others 

before they see the need for change in themselves. Four participants experienced 

uncertainty in change, although their experiences differed as change was described as 

ambiguous and erratic and characterized by a sense of not knowing and being not 

participative.  

One participant experienced uncertainty in change as ambiguous. As the 

participant learned the tools for organizational improvement (the quality practices and 
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principles), an understanding of how the tools would improve the organization or how the 

tools would be implemented was missing. This experience of uncertainty and ambiguity 

is also found in the literature. Miles (2010) shared six speed bumps on the road to 

organizational transformation. The fifth speed bump is ―disengaged employees.‖ Miles 

emphasized the need to get all employees on board with the organizational change from 

the onset. His example of how failure to engage and align employees can impede 

organizational change was drawn from the experience of a global semiconductor 

company. Miles (2010) observed, ―Because employees had received extensive training 

before they were properly indoctrinated, many were not sure what specifically to do in 

their jobs to contribute to the first phase of the company‘s transformation‖ (p. 74). The 

task of delivering the training on the required new skills occurred without the larger 

context of the organizational change. The employees did not know how to apply the 

training and were not clear as to why they should do so.  

Two participants experienced change as erratic. The participants reflected on the 

change process as a nonlinear experience. They used metaphors of being on a roller 

coaster ride or being an ocean wave. One participant explained how occasionally it is 

helpful to take a couple of steps back before reaching forward to make progress again. 

This nonlinear approach to change is also in the literature. In Allen and Cherrey (2003), a 

nonlinear approach is explored for organizations grappling with constant change from 

their external environment. They suggested that organizations shift from being organized 

around control and stability to actively shaping dynamic networks and ―increase the 

flexibility of their institutions so they can respond to constant change without needing to 
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totally restructure‖ (p. 33). Weick and Quinn (1999) reported that those who go through 

episodic change will relapse to previous habits multiple times before successfully 

implementing the behavior. ―Relapse should be more common in discrete episodic 

change than in cumulative continuous change because larger changes are involved. What 

is interesting is that 85 percent of the relapsers return to the stage of contemplation‖ ( p. 

373). Because the contemplation stage is not the beginning of the change process, there is 

less time for the next iteration for the change action. They also noticed that, for each 

subsequent cycle, the amount of time for a cycle to complete was shorter, and the length 

of time before a relapse was longer until the change could be maintained. 

There is also a significant amount of literature on change management that 

provides a linear model for change, where change effort has a distinct beginning and end 

and is driven from the top of the organization. This way of thinking about implementing 

change utilizes a project management approach. Kotter (1996) explained the types of 

change projects: 

When an organization is in crisis, the first change project within a larger change 

process is often the save-the-ship or turn-around effort. For six to 24 months, 

people take decisive actions to stop negative cash flow and keep the organization 

alive. The second change project might be associated with a new strategy or 

reengineering. That could be followed by major structural and cultural change. 

(p. 25) 
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Kotter (1996) went on to explain that management is a linear process of gathering 

data, identifying options, and analyzing and selecting an option. Leadership, however, is 

required for ―complex, dynamic, messy and scary‖ organizational changes (p. 25). 

Three participants shared their varied experiences of not knowing. The experience 

of not knowing is also found in the literature and is attributed to insufficient information. 

Young and Post (1993) found that ―the face-to-face meeting plays a crucial role during 

times of uncertainty and change‖ (p. 37). Not only was the in-person contact important, 

but also the communication required a candid discussion of employee concerns. To 

complement the in-person communication, Young and Post stated, ―during times of crises 

or major organizational changes, the best response involves multiple communications 

devices — pulling out all the stops — to ensure that employees understand the action‖ (p. 

38). They went on to say: 

The most effective employee communication programs couple a liberal and 

imaginative use of high technology (television and email, for instance) with a 

high-touch strategy that involves face-to-face and personalized communications. 

Together, these ―high-tech/high-touch‖ approaches can reach employees on even 

the most sensitive matters; too little ―high-touch‖ weakens the employee 

communication effort and, ultimately, the organization‘s capacity for change. 

(p. 38) 

A common issue identified by Young and Post (1993) is when communications 

―get derailed by lower-level managers — through neglect, antipathy, or lukewarm 

support for the message‖ (p. 38). An agreement or buy-in at the local level is required if 
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those managers are to share responsibility for employee communications. Additionally, 

Young and Post noted that internal communication can be expensive and time-

consuming; however, the cost is justified over the long term.  

Two participants related their experience that change was not participative at all 

levels. The participants observed varied participation and associated it with an 

individual‘s position within the organizational chart. Participants shared concerns about 

how they reacted when decisions were not participative, as well as the realization that 

there was still more effort needed from the leadership to engage staff and share 

information with part-time staff. Varied levels of employee participation or 

empowerment were also found in the literature. Kotter (1996) suggested four barriers to 

employees becoming engaged in the change process: structures, skills, systems, and 

supervisors. Kotter observed that organizational structures got in the way of working with 

ease and efficiently across the organization. He also noted that some employees do not 

have all the skills they need to participate effectively in the change. Yet in other cases, 

systems, such as human resource systems of rewards and recognition, were not in sync 

with the change. In the case of supervisors, Kotter observed how supervisors who believe 

that a reorganization would decrease their responsibilities or number of staff rationalized 

their use of control to thwart employee engagement in the change effort. 

There Is Little Change 

Some participants expressed their experience of being outside of the change 

process. It may have been that their work was out of scope for the change; however, a 

common occurrence found in the literature is that the organizational change had not yet 
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reached the participants. The literature also suggested that the change may never cascade 

throughout the organization. Many authors have analyzed the failure of change to 

penetrate the entire organization; Kotter (1996) shared four barriers to employees 

becoming engaged, and Miles (2010) shared six speed bumps to organizational 

transformations. Both Kotter and Miles described how the change effort is thwarted by 

middle managers. In addition, they observed that upper-level leaders expect that, once the 

change is initiated, it will cascade or trickle down through the organization, naturally 

requiring less of their attention.  

Change Is Progress 

Two participants specifically linked change with progress. Kezar and Eckel 

(2002) not only reported that progress is important for a change effort, but also suggested 

that what is interpreted as progress is different based on the organization‘s culture. Kezer 

and Eckel found that, for one university, ―bringing in outside money seemed to provide 

the incentive that made the campus feel that it was becoming more prestigious, and 

therefore successful, in its change process‖ (p. 453). The culture at this campus viewed 

money as outside recognition and validation of its change initiative, whereas, at another 

institution, the engagement of faculty and staff in developing and sharing how technology 

was being incorporated in the classroom was a visible action that brought momentum to 

the change effort. 

The Value of Change 

―Was it worth it?‖ was one participant‘s reflection as he shared his concern about 

the stress levels that staff experienced as they made changes in their work. Griffin, 
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Rafferty, and Mason (2004) found in the existing research on organizational change that 

most changes have a negative impact on employees. Changes driven from top leadership 

create a stressful environment for employees. Significant organization-wide changes 

disrupt the functioning of employees' daily working lives, which can overextend the 

individual employee. 

Sirkin, Keenan, and Jackson (2005) recommended that project teams 

implementing a change initiative calculate how much work employees will need to do 

beyond their existing responsibilities to implement the change. They warned against 

workload increases of more than 10 percent. Sirkin et al. went on to explain the 

consequences of increasing the workload over 10 percent to include a decrease in normal 

operations, a decrease in employee morale, and an increase in employee conflicts. 

Approach to My Work 

In this category, Approach to My Work, the participants shared their reflections 

on how accomplishing job tasks had been influenced as quality practices and principles 

were implemented. To be clear, they specified, their job tasks and responsibilities had not 

changed; it was the way they went about completing the work that had changed. 

How I Do My Work 

One case of how the tasks had remained the same but the approach had changed 

was in the paper filing system in the vice president‘s office, which had been converted 

from a vertical chain-of-command functional hierarchy to a horizontal process-orientated 

cross-functional network. The participant implied that filing was considered to be a 

trivial, unimportant task, and, yet, the organization of the materials and files was 
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important because information needed to be readily accessed. The participant was 

surprised that the impact of the implementation of quality practices and principles had 

been so extensive that things that seemed small and insignificant, such as how the filing 

system was organized, would require revisions. The participant underestimated the extent 

of change that would be required for the implementation. It is interesting that Spencer 

(1994), when comparing a traditional mechanistic management model and the 

organismic/systems theory model to Total Quality Management (TQM), found that 

academic organizations had discovered that TQM aligned with their understanding of 

system influences on organizations, although the jargon was off-putting. Despite the 

similarly aligned philosophies between this academic organization and TQM, there was 

not a similar alignment in practices. As a result, when the organization undertook the 

move from a vertical chain-of-command functional hierarchy to a horizontal process-

orientated cross-functional network, more tasks were affected than originally anticipated. 

Another case of how the tasks remained the same but the approach changed 

involved data gathering and analysis. Data collection was a task conducted both before 

and after the implementation of quality practices and principles. Spencer (1994) found 

that both the TQM and the management models typical of academic institutions use data 

collection for assessments of the environment. However, Spencer noted a difference in 

who is responsible for collecting data and making decisions based on the data. In the 

TQM model, employees are primarily responsible for this activity. In traditional 

management models, most often the tasks of data collection and analysis are the 

responsibility of management. The participant shared that the task continued; however, it 
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was not clear if the responsibility for accomplishing the task had shifted. The participant 

did, however, mention that the approach to the data collection and evaluation process 

changed as technology made it more feasible to accomplish. Additionally, he shared that 

additional data collection was occurring and that they were ―evaluating our programs and 

services differently.‖ The tasks remained the same; however, there were modifications to 

incorporate technological advancements, and data gathering tools and methods. Although 

it is not clear from the interview, it is possible that a modification had also occurred in the 

employee responsible for accomplishing the task after the implementation of quality 

practices and principles. 

Anticipating instead of Reacting 

Another case in which the approach changed was in preparing for incoming new 

students. One participant shared how, after high school graduates applied and were 

accepted, classes and services were modified only after staff were overwhelmed trying to 

respond to requests. With implementation of the quality practices and principles, the task 

of modifying classes or services occurred earlier in the process. Staff analyzed 

demographic information to learn that high school student populations were increasingly 

comprised of new immigrants. Armed with this demographic information, staff could 

anticipate, research, and prepare for the needs of an incoming class of students with 

different characteristics and needs from those of past students. The Malcolm Baldrige 

National Quality Award (MBNQA) 2011-2012 Education Criteria for Performance 

Excellence described these actions as strategic planning (National Institute of Standards 

and Technology [NIST], 2011). The 2011-2012 MBNQA Education Criteria 
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distinguished between the development of the strategic plan and its implementation 

(NIST, 2011).  

Facts and Data 

Although three participants agreed that their approach to their work included 

more data gathering and fact-based decision making, they disagreed in their assessment 

of whether or not increased data collection was a benefit. One participant described how 

the quantitative data validated the anecdotal evidence and how the data facilitated 

decision-making. The second participant described how the data were collected and 

managed better through technology. The third attributed employee satisfaction surveys to 

an increase in employee discontent. She believed that the survey instrument led the 

employees to focus on the areas needing improvement, not the areas in which 

improvements had been accomplished.  

The 2011-2012 MBNQA Education Criteria distinguished between how the 

organization measures, analyzes, and then improves organizational performance and how 

the organization manages information, organizational knowledge, and information 

technology (NIST, 2011). The first and third participants described how data were 

collected in a way similar to way that data is gathered for the 2011-2012 MBNQA 

Education Criteria. The first participant went on to share how the data were analyzed and 

decisions made to improve organizational performance, whereas the third participant 

implied that the data were simply collected and did not believe that the data are analyzed 

or used to improve the organization. For employees who were surveyed multiple times 

about their work environment, however, any analysis or actions taken as a result of the 
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survey were not visible to them. Consequently, the employees became increasingly 

cynical with each subsequent survey. The second participant experienced benefits from 

technological advances and organizing and managing information.  

The literature primarily focused on the organizational improvements (contained in 

the following section) when quality principles and practices where implemented, not on 

the impact of the data collection process on the employee or the employee perspective on 

how collecting data and fact-based decision making changed how they approached their 

work. Understanding the relationship between data collection and the employees 

collecting it is potentially unique to this study, and, may contribute to future theory 

development. 

Organizational Improvements 

One participant shared how simple awareness of the quality concepts being 

embraced by the organization challenged her to improve continuously. Two participants 

reflected on the impact of additional tasks to their current jobs. One shared that, through 

understanding how to make improvements to the organization, he was motivated to do 

well in his job. Another shared how the additional work was overwhelming, and, 

although she had a desire to integrate it into her job, she acknowledged that it was simply 

more work that extended her workday. Victor, Boynton, and Stephens-Jahng (2000) 

studied why efforts to have employees create ideas for improving the work process at the 

same time as executing the process fail. Victor et al. found that the addition of the 

continuous improvement role provides some job satisfaction to the existing role. 

―Interestingly, the more employees embrace this new role, the more they also seem to 
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embrace the traditional standardized production role‖ (Victor et al., 2000, p. 114). Instead 

of creating positions dedicated to continual improvement, they found that combining both 

tasks in one job and switching between continual improvement tasks and the standardized 

production was preferred. Victor et al. reported, ―When the employees take on this 

responsibility, they seem to find greater satisfaction in their jobs, the TQM process is 

more developed, and significantly, the plants they work in seem to perform better‖ 

(p. 114).  

Working with Others 

Working in teams and sharing information were two similarities shared by six 

participants who noticed that their approach to accomplishing their work had changed. 

These two characteristics of approach to work are also shared in the literature. Morrow 

(1997) defined teamwork in the context of quality practices and principles as a way to 

promote collaboration among many partnerships, including non-organizational members, 

such as suppliers. Morrow explained: 

Solutions arrived at collectively are generally thought to be better, more creative, 

and foster commitment to the ultimate outcome. In order to realize the advantages 

of collaboration, however, teams must genuinely facilitate the participation and 

involvement of members, overcome hierarchical power differences, and culminate 

in the actual solving of work problems. (p. 365) 

Additionally, Waldman (1994) found that the elements of TQM valued ―holistic 

behavior oriented toward cooperation with fellow organizational members‖ (p. 514), and 

the approach to work included ―accomplishing tasks and taking initiatives above and 
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beyond the call of duty, and sharing information with and helping coworkers‖ (p. 515). 

Waldman emphasized the need to work with others when he summarized the problem 

solving and change orientation culture in TQM organizations to include:  

sharing information to facilitate cooperative or teamwork efforts to deal with 

problems both within and between groups, developing employees to deal with 

problems, and having a customer-focused orientation. (p. 525) 

Efficiency 

The participants, with one exception, believed that they were more efficient in 

their delivery of services. Some of the gained efficiencies mentioned included improved 

patient flow, increased ability to answer customer questions, and reduced patient wait 

time. In the case where the staff members were centralized to be the customer‘s only 

point of contact, the ability to answer customer questions decreased and was shown to be 

inefficient. In an effort to understand better the variation in outcomes, the study by 

Victor et al. (2000) explored the failure of many TQM implementations: 

Line employees create potentially valuable ideas for improving a process while in 

the act of executing that process. Harnessed as a resource to continuously improve 

the process, these ideas can become a source of real competitive advantage. 

However, the practical matter of realizing this advantage has proven more 

difficult than was anticipated. (p. 114)  

One challenge they discovered was the difficulty of accomplishing the task and 

simultaneously making improvements. A solution proposed to this challenge was for the 
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employees to switch between improvement tasks and accomplishing the original work 

task. 

 In addition to the difficulty of accomplishing the task while simultaneously 

making improvements, there was the additional factor of system dynamics. According to 

a study on work performance, Waldman (1994) found that the attributes of the system 

had less impact on top-level managers and more impact on first-line managers and front-

line employees than did personal attributes. The system dynamics required more 

sustained effort to make lasting change. Success in early applications of quality practices 

and principles in higher education focused on administrative processes. Sterns and Tseng 

(1993) reported that processing time for work-study applications was reduced by 500% at 

the University of Kansas; grades submitted by faculty on time increased 300% at 

Connecticut College; and processing transcript requests was reduced by 85 days at 

Samford University. 

Customer Satisfaction 

As participants reflected on efforts to improve service delivery and customer 

satisfaction, one participant found it helpful to understand how the demographics of 

incoming new students differed from previous incoming classes before their arrival. Two 

participants were from Admissions, and they had the perspective that organizations that 

relied on customer retention through repeat business had a higher need for improving 

customer service. An exceptional incoming new student experience during the 

admissions process, however, offered important benefits — presenting a good first 

impression of the organization, providing a positive beginning for their academic career, 
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and providing effective hand-off to the next department — that were less apparent 

benefits to the participants than customer retention or repeat business. A fourth 

participant noticed the reaction of student patients in the health center when sharing 

positive reactions about receiving quick service and that it was the best clinic they had 

visited. Again, the health service was not hoping for repeat business. Providing students 

with improved service delivery not only allowed the clinic to serve more students, but 

also was a source of pride for both staff and students. 

UW-Stout, a 2001 Baldrige Award winner, measured student satisfaction through 

a survey of recent graduates and their employers. This survey provided feedback on 

educational programs from the perspective of these important stakeholders (National 

Institute of Standards and Technology, 2002).. The UW-Stout Career Services Office 

surveyed 2009-10 graduates with a response rate of 86% of which 98% responded that 

they were employed. The high employment rate of UW-Stout graduates was attributed to 

the strong ties the institution has with employers. Employers are viewed as customers of 

UW-Stout. The satisfaction of these employers with UW-Stout graduates is demonstrated 

through their strong annual hiring practices. During the past 10 years, which includes a 

deep economic recession and high national and regional unemployment rates, the 

employment rate for UW-Stout graduates has averaged 97% among responding graduates 

(University of Wisconsin-Stout, 2011).  

What We Are Trying to Do Is Working 

The feedback loop from customers to the staff can be a source of pride and 

reinforcement in the midst of changes. The staff‘s ability to notice positive responses, 
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such as upticks in enrollment numbers or being able to see student patients ―in a timely 

manner,‖ allows the change effort to build positive momentum. 

Kezar and Eckel (2002) explained that the culture of the organization influences 

how momentum is built. In the three higher education institutions they studied, they 

found that one built momentum in its change effort through increased investment in 

developing its people, another through an increase in the number of grants received, and 

the third through improving graduation rates by 20%. 

Changes in Organizational Structure 

This category describes the participants‘ experiences of structural changes within 

the organization as influenced by the implementation of quality practices and principles. 

Perspectives varied based on their jobs, staffing levels, and their role in the 

implementation effort. 

Changes in My Job 

Five participants reflected on how their jobs had changed with an increased 

workload. The participants shared their appreciation for new learning in the quality 

practices and principles; however, new learning was a double-edged sword. New learning 

also brought new tasks. One participant explained, ―Initially, at one level, they are an 

additional task, an additional responsibility that takes extra time.‖ Another participant 

shared, ―We don't have time to do this on top of what we already do,‖ and a third 

participant said, ―It isn't something you can quite incorporate into your regular 

work.‖Additionally, a fourth participant observed of their workgroup, ―They don't have 

the luxury of being immersed in it [learning quality practices and principles] as part of 
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their jobs.‖ Victor et al. (2000) found a similar conflict as employees described two roles: 

―The standardized production job role is described as routine, repetitive, and rule-bound. 

The continuous improvement role is described as broader, creative, and significantly 

distinct from the standardized production role‖ (p. 115). Switching between the two roles 

was one of the recommendations of their study. 

Other job task changes noted by participants were less work as a result of the 

quality practices and principles. Although not enough information was shared to know, 

this could potentially be a result of process improvement, a key component of quality 

practices and principles. 

Staffing 

The participants who discussed staffing levels shared their experience of facing 

challenges when working with many part-time employees. The shared how 

communications and updated tasks did not always reach all of the staff, and they also 

shared how having an employee absence affected the workgroup. Although literature was 

not identified to support or reject the staffing patterns, solutions to these problems may 

potentially be implemented after a quality practice and principle analysis is focused on 

that issue. Understanding how to communicate and align part-time employees with the 

organization continues to be important as not only are the numbers of part-time 

employees increasing, but the number of those who work from home part-time is also 

increasing. Vilsack (2010) reported: ―About 26.6 million people work in part-time jobs in 

the United States, many because of personal preference. But others work part time 

because they can't find full-time work or have had regular hours cut‖ (p. 1). In addition, 
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when comparing the first quarter of 2007 to the same period in 2010, there was a 22% 

increase in men and 5% increase in women working part-time. Just as relevant, there has 

been an increase in the numbers of workers who do some or all of their work from home. 

Vilsack (2010) explained U.S. Bureau of Labor Statistics, American Time Use Survey 

(2009) as: 

In 2009, an estimated 24 percent of U.S. workers did some or all of their work 

from home on an average day compared with only 19 percent in 2003. Another 

alternative is a combination of multiple part-time, freelance or contract jobs 

instead of one full-time job. This is sometimes referred to as a portfolio career. 

Eleven percent of the workforce, or 16 million U.S. workers, held multiple jobs in 

2009. (p. 2)  

The frustration that communications and updated tasks did not always reach many of the 

part-time staff and desire to improve this situation is unique to this study, and, may 

potentially contribute to future theory development. 

What Is My Role in It? 

One participant reflected on how his role was unclear. In addition to finding their 

role unclear, Victor et al. (2000) found, ―employees may perceive standardized 

production and continuous improvement work as posing illegitimate, irreconcilable, or 

conflicting demands‖ (p. 115). As the implementation continued, it became clearer to the 

participant what the organization needed of him, and he became more active in defining 

his role in the implementation. 
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Employee Morale 

In this category, employee morale, the participants shared how the changes that 

ensued from implementation of quality practices and principles had an impact on their 

attitudes and beliefs with regard to job satisfaction and organizational commitment. 

Morale Improvement Initiatives 

Participants shared their understanding that there were deliberate attempts to 

improve employee morale in the organization. One participant revealed that being invited 

to be part of that group was, in and of itself, a morale booster. This experience aligns with 

the literature. Vanderberg, Richardson, and Eastman (1999) found in their study on 

employee involvement that when staff members were highly involved, staff morale was 

much stronger, as staff members were more psychologically attached to the organization 

and were more satisfied in their work. Further, they pointed out how this is beneficial to 

organizations, as staff members are less likely to leave, thus reducing the turnover rate. 

Vanderberg et al. (1999) also compared return on equity (ROE) ―net operating gain (after 

taxes) as a percentage of prior year capital and surplus‖ (p. 316). Vanderberg et al.‘s 

study found that the ROE was higher in organizations with high involvement, thus 

contributing to the organizations‘ financial gains. 

Understanding the Rationale for Change 

Participants revealed that they felt uncertain about the work environment when 

they did not understand why the organization and their specific job roles were changing. 

Additionally, they did not believe in the same solutions as proposed by department 

leadership. They believed that the leadership did not have the depth of understanding 
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needed to make positive lasting change. This information and knowledge gap contributed 

to a decrease in morale. The participant who understood the reason for change expressed 

a high level of enthusiasm and high morale. 

These experiences have also been noted in the literature. Mishra, Spreitzer, and 

Mishra (1998) reported that trust between managers and employees was critical under 

conditions of high uncertainty or conflict. Mishra et al. defined trust as ―an individual's 

willingness to be vulnerable to another, based on the belief that the other party is 

competent, open, reliable, and concerned about the individual's own interests‖ (p. 84). 

Further, Mishra et al. explained that, with trust, ―empowered employees have a sense of 

meaning, competence, and personal control over their work environment‖ (p. 84).  

Baird and Bradley (1978) found in their study that communication content and 

style impacted employee morale. The study found five elements of managerial 

communication style that were positively related to job satisfaction and high levels of 

employee morale: showing concern, communicating comfortably, being attentive, 

listening carefully, and being friendly. The opposite, a decrease in employee morale, was 

found to occur in the absence of managerial communication.  

Vanderberg et al. (1999) explored four attributes: power, information, reward, and 

knowledge (PIRK), as defined by Galbraith (1973). If a void in one or more of the 

attributes exists, the organization experiences challenges. Lawler (1986) explained:  

Power without knowledge, information, and rewards is likely to lead to poor 

decisions. Information and knowledge without power leads to frustration because 

people cannot use their expertise. Rewards for organizational performance 
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without power, knowledge, and information lead to frustration and lack of 

motivation because people cannot influence the rewards. Information, knowledge, 

and power without rewards for organizational performance are dangerous because 

nothing will ensure that people will exercise their power in ways that will 

contribute to organizational effectiveness. (p. 42) 

The PIRK model aligns with the experience of participants who feared their 

leaders were making poor decisions without knowledge or information. However, 

employees better understood the changes and felt more confident in the direction of the 

leadership when leaders spent time building trust (as reported by Mishra et al., 1998) or 

when leaders used an effective communication style (Baird & Bradley, 1978). 

Experiencing a Roller Coaster of Emotions 

Some participants experienced great fluctuations as they made progress or 

experienced setbacks that affected their morale. Fluctuations during organizational 

change are also noted in the literature. Intervention theory from organizational change 

and development research differentiates between change that is episodic, intermittent, and 

sporadic and change that is continuous, evolving, and incremental (Weick & Quinn, 

1999). Fluctuations in morale are experienced in both episodic and continuous change, 

but much differently. 

Weick and Quinn (1999) explained the paradigm of episodic change as Lewin‘s 

(1951) three stages: unfreeze, change, refreeze. The unfreeze stage is when the person or 

organization is in a state of inertia and is motivated to change existing patterns of 

behavior. The second stage, change, occurs with the transition to a new pattern of 
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behavior. Change is allowed a stabilization period during which the new behavior is 

established, the refreeze stage. Furthermore, Weick and Quinn explained, ―When people 

are exposed to change interventions, they are at one of four stages: precontemplation, 

contemplation, action, and maintenance‖ (p. 373). Precontemplators are unaware of any 

need for change. Contemplators are aware of a problem but have not yet made a 

commitment to change. Those at the action stage are implementing behavioral change. 

And maintainers act as the label describes, maintaining the implemented change. ―The 

important result, in the context of episodic change, is the finding that most people who 

reach the action stage relapse and change back to previous habits three or four times 

before they maintain the newer sequence‖ (Weick & Quinn, 1999, p. 373). 

Some of the fluctuations described by the participants of this study are by 

individuals or workgroups that experienced the occasional reversion back to previous 

business practices until the new business practices were anchored in the organization. 

Other fluctuations described by the participants are more akin to the paradigm of 

continuous change. 

The six relevant assumptions for continuous change, as explained by Weick and 

Quinn (1999), are as follows: 

 (a) cyclical assumption (patterns of ebb and flow repeat themselves), (b) 

processional assumption (movement involves an orderly sequence through a cycle 

and departures cause disequilibrium), (c) journey assumption (there is no end 

state), (d) equilibrium assumption (interventions are to restore equilibrium and 
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balance), (e) appropriateness assumption (correct action maintains harmony), and 

(f) change assumption (nothing remains the same forever). (p. 379) 

Instead of the freeze, change, refreeze process of episodic change, Weick and 

Quinn offered a three-stage model of freeze, rebalance, unfreeze. At the freeze stage, 

processes were documented. Next, the members of the organization were presented with 

a different perspective of the documentation to inspire the staff to move in a new 

direction in the rebalance stage. In the third stage, the organization is unfrozen to allow 

the organization to evolve and continually change. The paradigm of continual change is a 

feasible mental model for the fluctuation described by one participant: ―It is like riding a 

wave. There are real peaks and big dips. Sometimes you need to step back a step or two. 

You‘ve got to understand the process of change. You need to nurture and enable change.‖  

The paradigm of episodic change assumes ―inertia, linearity, progressive 

development, goal seeking, disequilibrium as motivator, and outsider intervention is 

relevant when it is necessary to create change‖ (Weick & Quinn, 1999, p. 379), whereas 

the paradigm of continual change assumes that the organization is closely connected with 

the environment and organically evolving (Weick & Quinn, 1999). Oscillations in the 

change process and their effect on employee morale can be observed in both the episodic 

and the continual change models.  

Feeling a Sense of Progress 

The participants revealed that their morale improved as they experienced progress 

in their change efforts and the opposite if they experienced long periods of stagnation or 

regression. No studies were identified that directly correlated progress of change and 
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morale. However, there are studies involving employee involvement, or, more recently, 

employee engagement, and the impact of that approach on progress and employee 

morale. 

Riordan, Vandenberg and Richardson (2005) reported ―compelling evidence that 

the stronger the perceived climate for [employee] involvement, the stronger the financial 

performance of the organization, the lower the turnover rate, and the higher the morale of 

the employees‖ (p. 484). 

Griffin, Rafferty, and Mason (2004) acknowledged that different sources of 

change exist within organizations and recommended that organizations ―leverage the 

positive effects associated with locally driven change‖ (p. 568) to build momentum and 

support for the change throughout the organization. They found that lead workers and 

employees play an important role in implementing change activities. This study 

suggested that greater involvement could potentially be achieved through encouraging 

lead workers and workers to have more control over the means through which a change is 

implemented. 

Vanderberg, Richardson, and Eastman (1999) reported ―the attributes of high 

[employee] involvement operate upon effectiveness by both promoting workforce 

motivation and facilitating the application of employee knowledge, skills, and abilities 

directly onto organizational issues‖ (p. 328). 

Although not specifically addressing employee morale levels through 

experiencing progress, literature on leading organizational change does comment on 

beginning with the easy changes first, or what is referred to as low hanging fruit or short-
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term wins. Kotter (1996) shared six ways short-term performance improvements help 

transformations: 

• Provide evidence that sacrifices are worth it: [italics included in the original] 

Wins greatly help justify the short-term costs involved. 

• Reward change agents with a pat on the back: After a lot of hard work, 

positive feedback builds morale and motivation. 

• Help fine-tune vision and strategies: Short-term wins give the guiding 

coalition concrete data on the viability of their ideas. 

• Undermine cynics and self-serving resisters: Clear improvements in 

performance make it difficult for people to block needed change. 

• Keep bosses on board: Provides those higher in the hierarchy with evidence 

that the transformation is on track. 

• Build momentum: Turns neutrals into supporters, reluctant supporters into 

active helpers, etc. (p. 123) 

Kotter does not specifically state that morale and motivation are built from achieving 

progress; however, it is implied through achievement of a short-term win. As nothing on 

improve their morale by allowing staff to experience progress was found in the literature, 

this is a potentially unique contribution of this study for future theory development. 

Experiencing Change as Stressful 

Griffin et al. (2004) investigated group morale as represented by the level of 

enthusiasm, energy, and well-being in the workgroup. Their literature review found that 

most change has a negative impact on employees. Griffin et al. reported:  



 

184 

Large-scale changes such as downsizing and restructuring have been found to 

create high levels of employee uncertainty (Ashford, 1988; Schabracq & Cooper, 

1998), employee distress, job dissatisfaction, low trust and commitment, and 

increased intentions to turnover (Schweiger & DeNisi, 1991). Radical 

organization-wide changes disrupt the functioning of employees' daily working 

lives, which is a highly aversive state for the majority of employees (Ashford, 

1988). Gilmore, Shea and Useem (1997) identified four major side effects of 

cultural transformations, including ambivalence about authority, polarized images 

of what is being discarded from the culture, disappointment and blame, and 

suppression of open dialogue about key features of the changing organization. 

(p. 559) 

Griffin et al. focused primarily on change initiated at senior levels of the 

organization. It is interesting to note that research on organizational growth during good 

economic times and the affect of these changes on employee morale was not included.  

The research in Giffin et al. (2004) aligned with the reflections in this study. One 

participant‘s reflection on the impact of change went further in that he questioned if the 

change may not be worth the stress and conjectured that other efforts would have 

inflicted less stress and produced more benefit to the organization.  

Learning 

In the category of Learning, the reflections are understood through their contrast 

with an existing model, as well as through both the variation and similarities of 

experiences of the participants. The reflections of learning as expressed by four 
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participants lend themselves to being understood through a model developed by Kolb 

(1984). The Kolb Experiential Learning Cycle identifies four stages in adult learning. 

Although the learning cycle can begin at any one of the four stages, the first stage is 

labeled Concrete Experience. Concrete Experience or Do occurs when a person 

completes an action or activity. Concrete Experience is followed in the cycle by 

Reflective Observation or Observe, where a person consciously reflects back on that 

experience and how the action had an impact on the situation. The third stage is Abstract 

Conceptualization or Think where a person understands a general principle or abstract 

concept from the particular situation. Based on what is observed, the person may 

conceptualize a model or theory that could be applied to other situations. This stage leads 

to the fourth stage, Active Experimentation or Plan, where a person can make a 

connection between action and impact over a range of situations and can plan how to test 

a model or theory in creating a new experience.  

Depending on the learner and the object of the learning, the learner may go 

through the Kolb cycle in less than a minute, or over the course of hours, days, weeks, or 

longer. There may also be a spiral of Experiential Learning Cycles or cycles within a 

stage. For example, within the Concrete Experience stage, an adult learner may go 

through a complete Experiential Learning cycle in a micro-level before moving on to the 

Reflective Observation stage on a macro-level. 

While experiences can be understood through a model, personal learning can be 

differentiated from organizational learning. Organizational learning is defined in many 

ways and often with some ambiguity. ―Agreement has not emerged about exactly what is 
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meant by the concept of organizational learning. In my view, the concept of 

organizational learning is likely to remain an ‗umbrella‘ concept for many related 

concepts‖ (Argote, 1999, p. 13). In this chapter, organizational learning is differentiated 

from personal learning based on two definitions. 

The first definition states: ―Learning in organizations means the continuous 

testing of experience and the transformation of that experience into knowledge – 

accessible to the whole organization and relevant to its core purpose‖ (Senge, Kleiner, 

Roberts et al., 1994, p. 49). The second definition states: ―A learning organization is an 

organization skilled at creating, acquiring, and transferring knowledge, and at modifying 

its behavior to reflect new knowledge and insights‖ (Garvin, 1993, p. 80). The first 

definition highlights experience as learning. In comparison, the second definition 

includes application of that learning, resulting in new behaviors. Knowledge transfer is an 

element of both definitions. During interviews, reflections on organizational learning and 

personal learning were interrelated and evolved from organizational learning to personal 

learning, as well as the reverse. Often, a reflection on personal learning would include a 

reflection on organizational learning. 

One participant reflected on her personal growth and education through 

workshops in her vocation as a nurse. The participant reflected on her learning experience 

as beginning in a workshop where she engaged in Abstract Conceptualization, or 

thinking. The participant also experienced a growth in her skill and ability. This growth 

in skill and ability was implied from her application of the new triage knowledge to her 

work in Active Experimentation. The next step in Kolb‘s Experiential Learning Cycle is 
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Concrete Experience. There is not enough information in the context of the interview to 

determine if the participant continued to follow Kolb‘s model of learning. 

 A second participant reflected on personal learning in implementing quality 

practices and principles at two different points in her interview. She mentioned learning 

as she reflected on the personal effect of implementing quality practices and principles. In 

her reflection, she referenced the Malcolm Baldrige National Quality Award, the award 

process and criteria, as objects of her personal learning. The relevancy of the national and 

state quality awards to this organization‘s implementation of quality practices and 

principles as an organizational self-assessment is discussed in earlier chapters. The 

learning of the Baldrige values, process, and criteria fall into the Abstract 

Conceptualization stage of Kolb‘s model. The next step in Kolb‘s Experiential Learning 

Cycle is Active Experimentation, where the participant would apply the learning. 

Although the participant experienced her ability to determine the benefits the Baldrige 

would bring to her organization, there is not enough information in the context of this 

interview to determine if the participant applied the values, process, and criteria to signify 

Active Experimentation and Concrete Experience. 

Self-awareness was exhibited later by the same participant as she described how 

her learning evolved to her current level of understanding. Kolb‘s Learning Cycle can be 

used to interpret her learning process. Her reflection included the phrase ―to continue 

improvements,‖ which implies that improvements are already in progress--an example of 

Concrete Experience from Kolb‘s model. Through the Reflective Observation of both 
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herself and her organization as she was involved in implementing quality practices and 

principles, she moved to Abstract Conceptualization. 

The third participant was a new member of the previously established workgroup. 

As the newest member of an existing group, he reflected on a steep learning curve and 

relied on his team members to transfer knowledge to him so he would be aligned with 

their thinking, much in the way Garvin (1993) defined organizational learning. As he was 

successful in catching up to the team in understanding the concepts, he was able to 

construct a new mental model, as in Kolb‘s Abstract Conceptualization. His reflections 

on the progress toward attaining new student admission goals or quotas demonstrated that 

he made a connection between his new mental model and the creation of a different 

course of action to understand the trends and make changes for the future, similar to 

Kolb‘s Active Experimentation. He also shared his awareness of how he and the 

organization were changing, which fits Kolb‘s Reflective Observation. However, 

activities that could be associated with the Concrete Experience, the step in between 

Active Experimentation and Reflective Observation, were not shared in his reflections. 

The fourth participant‘s reflections on his quality journey can also be understood 

using Kolb‘s Experiential Learning Cycle. The participant began his reflections by 

sharing that, through attending conferences and professional meetings, and through use of 

self-assessment instruments, he was exposed to and learned concepts that dramatically 

transformed his perspectives on business. Because learners can start at any stage in the 

Learning Cycle, this participant began his quality journey through Abstract 

Conceptualization. The participant then explained that mentors helped him move to 
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implement the concepts, and this is the next stage in the learning cycle, Active 

Experimentation. As he applied his new theories in practice, he gained Concrete 

Experience, which aligns with the doing stage in the Kolb Experiential Learning Cycle. 

When reflecting on the implementation efforts, he included his reflections of ―ups and 

downs.‖ The participant‘s observation of himself was that he ―continue[s] to be a better 

learner.‖ His recommendation to others was to ―nurture and enable change‖ also follows 

the Kolb Model as the fourth stage, Reflective Observation.  

Next, the participant‘s reflections focused on how his organization constructed its 

learning, ―learning how to build on a system and foundation so that the learning is 

accumulated.‖ How an organization or workgroup learns may align with how an 

individual learns. In this case, the participant shared his perspective, which is similar to 

the Active Experimentation stage in Kolb‘s model. As this participant advised others: ―It 

really doesn't have much impact if you just tinker around with it and really don't get into 

it. Deeper understanding and application are something to take seriously right from the 

start.‖ The participant shared that he valued the members of the organization learning 

together, leveraging and applying that knowledge. Garvin (1993) described organizations 

that have the ability to learn as being ―skilled at five main activities: systematic problem 

solving, experimentation with new approaches, learning from their own experience and 

past history, learning from the experiences and best practices of others, and transferring 

knowledge quickly and efficiently throughout the organization‖ (p. 81). Although the 

participant used ―learn‖ frequently, he did not provide enough detail to demonstrate if his 

understanding of organizational learning was similar to Garvin‘s definition. However, 
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through his reflections, it can be identified that the organization was engaging in many of 

these activities. 

The fourth participant shared many of his experiences through the perspective of 

learning, both personally and organizationally. His experiences included attending 

conferences and gaining an understanding of the content at a level similar to Kolb‘s 

Abstract Conceptualization and subsequently returning to his work environment to apply 

the content or, per Kolb‘s Model, to engage in Active Experimentation. He also shared 

how the leaders arrived at generalizations or Abstract Conceptualization after reviewing 

and analyzing data from operational activities and how the organization or workgroup 

learned in a manner similar to that of an individual. 

Summary 

In the post-analysis literature review and discussion, the variation on five primary 

categories (Experience of Change, Approach to My Work, Changes in Organizational 

Structure, Employee Morale, and Learning) were explored through the literature to 

provide a more comprehensive understanding of the experience of implementing quality 

practices and principles for the student services staff of a midwestern university. 

For each category of description in this study, literature was identified and 

reviewed. In some categories literature specific to higher education was identified, while 

in other categories the literature related to organizations in general.  

In the course of the review of literature, it is possible that studies existed that 

aligned, contradicted or provided new perspectives. No contradictory literature was 
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identified, and only two categories yielded no literature, suggesting the possibility of a 

contribution to future theory development. All other themes yielded supportive literature. 
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CHAPTER 10 

SUMMARYAND RECOMMENDATIONS 

This final chapter contains a summary of the study and recommendations for 

practice, theory, and future research, based on the findings of this study. A discussion of 

the study was presented in Chapter 9. 

Summary 

For this study, the research question was, ―What was the experience of 

implementing quality practices and principles during an organizational change like that of 

the student services staff of a midwestern university?‖ As a staff member at the 

University of Minnesota, I was interested in making organizational improvements. When 

exposed to quality practices and principles, I became interested in understanding the 

experiences of staff across different parts of a higher education organization, both 

hierarchically and functionally. 

Earlier in the paper, an historical perspective of the concepts and practice of 

quality were presented with a focus on quality activities in the United States and, more 

specifically, in higher education administration. The prevailing paradigm, Scientific 

Management, and the function of offline inspection, largely defined by Taylor, had 

become widespread as a quality practice. In the 1980s the United States was in an 

economic recession, and business leaders became more open to quality practices and 

principles that were bringing success to other nations, such as Japan. At the turn of the 

century, as a wider range of industries and U.S. organizations implemented quality 

practices and principles, the implementations became more sophisticated, evolving from 
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total quality management (TQM) and continuous quality improvement (CQI) to Six 

Sigma and Lean. 

Phenomenography, the research methodology used in this study, is similar to 

phenomenology in that it incorporates a Husserlian research philosophy of bracketing but 

differs in that, instead of maintaining a focus on similarities, it turns its focus toward 

different ways in which each phenomenon is perceived. Compared with grounded theory, 

phenomenography is similar in identifying relationships between qualitative data but 

differs as it describes rather than explains the phenomena. 

The actual method for conducting research interviews followed the data collection 

methods for a phenomenographical study. Nine interviews were conducted with an 

interview guide developed for this study. The interviews had an open framework to 

provide a conversation and reflection about the experiences of the initiatives. The 

interviews were 60-90 minutes in duration over the telephone. With the participant‘s 

permission, I tape recorded the interviews and later transcribed them verbatim.  

Analysis was conducted by reducing the transcriptions and organizing the 

conceptions. Marton (1994) explained the process of applying the category labels to the 

original data provides understanding of valid categories. As similarities were identified 

between the concepts, groups or categories emerged that were presented in an outline 

format referred to as the outcome space; the top-level group labels were referred to as 

categories of description. The five categories indentified in this study were Experience of 

Change, Approach to My Work, Changes in Organizational Structure, Employee Morale, 
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and Learning. These five categories were analyzed through overall 35 sub-groupings that 

described the similar and different ways the phenomena were experienced. 

In the post-analysis literature review, the categories were further explored through 

identifying studies that focused on the identified themes and discussing how the study 

participants agreed with or disagreed with the literature. Some literature resonated with 

the study participants‘ experiences; three themes could not be identified in the literature. 

The themes, Facts and Data in the category labeled Approach to my Work, Staffing in the 

category labeled Changes in Organizational Structure, and Feeling a Sense of Progress in 

the category labeled Employee Morale were not corroborated in the literature. The 

literature refined the understanding of the student services staff‘s experiences. 

Limitations 

In my interpretive awareness, I acknowledged my predisposition to continual 

improvement and Deming philosophies. The aim of this study was to gain a better 

understanding of the experiences of the staff during an organizational change: 

implementation of quality practices and principles, an area in which I work. Thus, as in 

all research, there is the possibility that I was not able to bracket my predispositions, both 

in the interviewing and in the analysis of data. 

I acknowledge that this study, as with all non-positivitstic research, is not 

generalizable, nor does it lead to universal truth. Perhaps no research can do that. 

Nevertheless, I do not perceive this as a limitation. It was never my intent to discover 

such truth. Rather it was to experience and understand the experiences of others as they 

went through this implementation. To that extent, I believe that I have been successful. 
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This inability to generalize also makes it very difficult to make recommendations, 

certainly for practice and for theory, so caution needs to be exercised in viewing the 

following sections of this study.  

Recommendations for Practice 

Institutions of higher education are under great pressure as state and federal 

budgets get tighter, and funding for higher education is significantly cut. As 

administrators and staff look to gain efficiencies and improve outcomes, they will be 

implementing organizational change. Recommendations abound in numerous studies as 

researchers search for the panacea and practitioners hunt for the perfect recipe for their 

organizational change. In this study,participants‘ experiences indicate that, while 

leadership support was important, leaders with certain attributes were more likely to be 

successful. As Scholtes (1988) noted, empathetic, facilitative leadership behavior was 

required and one participant explained, ―You need to nurture and enable change.‖ 

Although the participants did not reflect significantly on culture, the literature reviewed 

indicates that having a working knowledge of the organization‘s culture was important. 

How do leaders, especially those who have been in their positions several years 

with ingrained processes, change their behavior? One recommendation to consider is to 

use the state or federal award criteria or industry assessments, including peer reviews, as 

a motivator. Another possible recommendation to consider is to offer early retirement to 

allow those leaders to retire with the respect they have earned over the years and to bring 

in a new leader who has already adopted the continual improvement practices, as 

respondents in this study focused on the commitment of the leader as a factor for 
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successful implementation. A third recommendation to consider is to allow leaders to 

practice and build confidence in new ways of doing things before they begin to 

implement different ways of accomplishing work. The fourth possible recommendation 

to consider is to implement change with ample amounts of patience and tolerance. In an 

environment of change, leaders and staff need to be accepting of imperfections while 

positively reinforcing behaviors that work towards the desired change goals. 

Communication was emphasized both by participants and in the literature. One 

possible recommendation is to be strategic in adequately sourcing and planning for 

internal communications. Especially when the message is delivered by the top executives, 

internal communications may be one of the organization‘s competitive advantages, as it 

may bring cohesiveness strong enough for the organization to adapt to changing 

environmental conditions. Another possible recommendation is to use information 

gleaned from multiple feedback loops to refine the communications plan. This approach 

may increase the likelihood that the organization‘s practices are aligned with its purpose 

and reduce the variation in the beliefs from the organizational change between leaders 

and staff. 

Recommendations for TQM or CQI in higher education administration settings 

include incorporating the human factors of change into the process. Employee 

engagement is also critically important, particularly with respect to changes in 

organizational structure or in specific jobs. If employees feel uncertain about their work, 

then it may be challenging for those employees to have a clear understanding of the 

degree of change needed and self-motivation to implement change at their organizational 
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level. Uncertainty in change may be reduced through: a) not only providing training, but 

also aligning the staff by sharing the drivers for the change, and b) by allowing for a 

nonlinear process of change.  

All of the recommendations in this section are situational, based on the 

experiences of each organization. Because the findings in this study are not generalizable, 

none of the recommendations should be taken as absolutes that will work in every 

situation.  

Recommendations for Theory 

Continual process improvement and the quality practices and principles have 

evolved since the 1980s, when they were popularized in the United States. Although 

success cases have been noted in their application (e.g., Baldrige Award winners in 

Education), the adoption of these practices in education has not been widespread. 

Morrow (1997) explained, ―Advocates of total quality management (TQM) are quick to 

point out that there are a number of frameworks available which outline the key 

components of a quality initiative (e.g. Deming's 14 points, Crosby's 14 steps, Juran's 

breakthrough strategy)‖ (p. 363). Dean and Bowen (1994, as cited in Morrow, 1997), 

―examined the voluminous TQM literature carefully and asserted that there are three core 

principles inherent throughout the various alternative TQM frameworks: customer focus, 

continuous improvement, and teamwork.‖ As quality evolved from TQM to Lean, they 

incorporated waste reduction and techniques or systems focused on optimizing group 

processes. Six Sigma strategies focused on: change management, innovation, problem 

solving, and project management.  
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The theory of quality in higher education may be enhanced by further exploration 

of the three themes where literature was not identified in this study: Facts and Data in the 

category labeled Approach to my Work, Staffing in the category labeled Changes in 

Organizational Structure, and Feeling a Sense of Progress in the category labeled 

Employee Morale.  

The predominant present paradigm in organizational change is that of episodic 

change: that change is controllable with a distinct beginning and end and that the entire 

change process can be managed. Another paradigm to be additionally considered and 

integrated is that of continuous change similar to adaption of organisms in nature or 

complex adaptive systems. In some disciplines or industries, change is occurring so 

rapidly that there is no break for the standardization or the freeze stage. In higher 

education, the organic model may fit well with the organizational culture.  

As with the recommendations for practice, the recommendations for theory must 

also be considered to be conditional. The methodology used in this study can only make 

suggestions for future research to determine if modifications in theory are necessary or 

helpful. Thus, the following section becomes important in expanding our understanding 

about this important area by considering further research to address theory.  

Recommendations for Future Research 

Certainly, further study of continual improvement in higher education 

administration is warranted. It would be interesting to conduct a similar study 15 years 

after the first study to see which, if any, of the categories are repeated and what new 

categories would emerge. It would also be interesting to conduct a similar study in a 
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different functional area of a university, such as an undergraduate department or the 

academic health center. Kezar (2003) studied successful approaches to initiating 

collaborative partnerships between academic and student affairs divisions; perhaps these 

approaches would be successful in other organizational changes as well. A third 

recommendation for future research is to identify and compare higher education 

institutions that have sustained efficient and effective practices that deliver desirable 

outcomes to determine their methodology and approach, compared with similar 

institutions that have not been successful. Perhaps a breakthrough methodology has 

emerged, or perhaps there is a refinement of current continual improvement methods. It 

would also be interesting to conduct a similar study in a non-higher education institution 

(e.g., secondary schools, business and industry, non-government organization) to see if 

any themes emerge that are different from those of this study. A question that appears to 

be unanswered is why so few higher education administration units have benefited from 

continuous improvement tools. It would be interesting to try to determine why more 

higher education administrative units have not utilized continuous improvement tools. 

Investigations such as these may provide a more thorough understanding of how 

continual improvement and quality practice and principles can make desired 

improvements within administrative units in institutions of higher education. 
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APPENDIX A 

INTERVIEW GUIDE 

 Interview Protocol 
 
Preparations: 

 Purchase 18-90 minute cassette tapes for approximately 15 interviews in 
case a tape is broken or an interview exceeds the length of one tape.  
Purchase an adapter for the telephone to record the conversations and an 
extra set of batteries for the tape recorder.  Label each tape and container 
such as "Interview 1: with L 8/1/99 9:00am".  Test tape recorder and 
electrical cord to make sure it is in working order and produces high 
quality recordings which could be easily transcribed. 

 
Preface to the interview: 
 
Step 1: Explain the purpose of the interview to the participant. 
   The purpose of this interview is for me to understand your 

experiences during improvement initiatives.  Information from your 
interview and that of other volunteers will be analyzed to understand the 
variation of experiences that staff have during improvement initiatives.  
Hopefully, this understanding will result in more effective implementation 
of improvement efforts for your organization.  In addition, other higher 
education organizations may benefit by understanding potential reactions 
of their staff in similar initiatives.  As someone who has been in the 
department, you are in a unique position to describe what improvements 
have been made and how it affects people.  That's what the interview is 
about:  your experiences with the improvement efforts and your thoughts 
about your experiences. 

 
   The answers from all the people I interview, and I’m interviewing 

about 15 people, will be combined into a report.  Nothing you say will be 
identified with you.  As we go through the interview, if you have any 
questions, please feel free to ask.  If there's anything you don't want to 
answer, just say so.  The purpose of the interview is to get your insights 
about how the department operates and how it affects people.  Any 
questions before we begin? (Patton, 1990, p. 328). 

 
   I'd like to tape record what you have to say so that I don't miss any 

of it.  I don't want to take the chance of relying on my notes and thereby 
miss something that you say or inadvertently change your words 
somehow.  So, if you don't mind. I'd very much like to use a recorder.  If at 
any time during the interview you would like to turn the tape recorder off, 
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tell me, and the recorder will stop. (Patton, 1990, p. 348) 
 
Step 2:  Test the recording system with the respondent. 
  Rewind and listen to check if the conversation is being captured clearly.  

Make adjustments to the microphone, speed or volume of conversation. 
After adjustments have been made to capture a quality recording, rewind 
the tape to the beginning. 

 
Step 3: Start the tape for the interview. 
 
Beginning the interview: 
 
Step 4:  Record identification information on the beginning of the tape. 
 

  Today is ___(day of the week)___, ___(date)___, at ___(time)___. 
Today I am interviewing ___(participant code)___, over the 
telephone. 

 
   
Q1: I understand that your department has been involved in several 

improvement initiatives in which you participated.  Before I ask you about 
them, I’d like to know a little bit about you.  Were you in your current job at 
the time?  What type of work did you do while the organization was 
working on these initiatives?  For example, how long have you been in the 
department, what was your role, what were the types of things you did, 
and who were the kinds of people you interacted with? 

 
(if needed for greater depth) 
A. If I had followed you through a typical day in the past, what would I 

have seen you doing? 
 
Q2: What do you do now that you didn't do before the improvement initiatives 

began? 
 
Q3: What thoughts do you have on what you do now compared to what you 

did in the past? 
 

This next set of questions is about your own personal experiences.  The purpose 
of these questions is to help me understand the range of experiences staff have 
had over the past three years. (Patton, 1990, p. 329). 

 
Q4: Looking back on your experiences with the improvement initiatives, I'd like 

to ask you to begin by describing for me what you see as the key 
elements of the improvements? 
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A. What do you remember being the focus of the initiatives? 
B. Was anything specifically targeted for improvement? 
C. What was the time frame? When did an initiative begin?  When did 

it end? 
D. What tasks were you asked to do as part of the initiative? 
E. Who was involved? 

 
Q5: What was it like for you to be a part of these initiatives?  
 A. What type of changes in yourself do you see or feel as a result of 

participating in the initiatives? 
 

Q6: How do you typically face new situations.  For example, some people like 
to jump into new situations even if some risks are involved, others are 
more cautious.  How would you describe yourself along these lines right 
now? 

 
Q7: Have there been ways in which the initiatives have affected students? 
 
Q8: How effective do you think the improvement initiatives were? 
 
Q9: Okay, you've been very helpful.  Any other thoughts or feelings you would 

like to share with me to help me understand your reactions to the 
initiatives and how it affected you or your customers/students? 

 
 
Closing the Interview: 
At the end of the interview, say "This is the end of interview with ___(participant 
code)___". 
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APPENDIX B 

CONSENT FORM 

Academic Support and Student Life 

297 Darland Administration Building 

10 University Drive 

Duluth, MN 55812-2496 

 

March 13, 2000 

 

IRB: Human Subjects Committee 

Box 820 

D528 Mayo Memorial Building 

420 Delaware Street S.E. 

Minneapolis, MN 55455 

 

To Whom It May Concern: 

 

The University of Minnesota-Duluth, Department of Student Services agrees to cooperate with the below 

Ph.D. candidate and her advisor in the proposed research study titled Performance/Process Improvement in 

Higher Education Student Services:  A Phenomenographical Study. 

 

Researcher  Advisor 

Jill C. Froehlich  Dr. Gary Leske 

Ph.D. Candidate 

Work, Community & Family Ed. 

 Director of Graduate Studies 

Work, Community & Family Ed. 

4521-102nd Lane N.E.  

Circle Pines, MN 55014 

 R350 VoTech Education Building 

1954 Buford Avenue 

612-785-1008 (home)  St. Paul, MN 55108-6197 

612-624-1429 (work)  (612) 624-2258 

Froeh001@tc.umn.edu     leske002@tc.umn.edu 

 

I understand that the proposed research question is, ―What was the experience of implementing quality like 

for the staff of a midwestern university in the Department of Student Services‖? 

 

Because of requirements for the confidentiality of study participants, the research will be accomplished by 

analyzing telephone interviews from about 15 staff.  It is the intention of the researcher that these staff will 

have (a) varying positions in the department, (b) worked for the department for three (3) or more years, and 

(c) consented to be contacted for the study. 

 

I approve of this research study of my organization. 

 

Sincerely, 

 

 

Bruce Guildseth 

Vice Chancellor 

Academic Support and Student Life 
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07/11/2011 

 

Jill C Froehlich 

Housing/Residential Life 

ComH 

210 Delaware St S E 

Minneapolis, MN 55455 

 

 

 

RE:  "Performance/Process Improvement in Higher Education Student Services: A 

Phenomenographical Study" 

IRB Code Number:  0004E45601 

 

 

Dear Ms. Froehlich 

 

On April 20, 2000, the IRB: Human Subjects Committee determined that the referenced 

study was exempt from review under federal guidelines 45 CFR Part 46.101(b) category 

#2 SURVEYS/INTERVIEWS; STANDARDIZED EDUCATIONAL TESTS; 

OBSERVATION OF PUBLIC BEHAVIOR. 

 

If you have any questions, call the IRB office at 612-626-5654. 

 

Sincerely, 

 
Christina Dobrovolny, CIP  

Research Compliance Supervisor 

CC: Gary Leske 
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APPENDIX D 

CONSENT TO BE CONTACT FORM 

 
July 6, 2000 
 
Dear Academic and Student Life Staff, 
 

You are invited to be in a research study exploring improvements in 
student services in higher education.  You were selected as a potential 
participant because you have been a member of the Academic Support and 
Student Life Office for three or more years.  I invite you to read this letter and ask 
the researcher or myself any questions you may have before agreeing to be in 
the study.  If, after you read this letter, you agree, please sign the consent form 
and return it to the researcher in the enclosed self-addressed stamped envelope. 

 
The purpose of this study is to document and understand the variation of 

staff experiences during performance improvement initiative implementation in 
our department.  There are two study goals.  You, reader(s) of the study, and I 
will gain an understanding of the range of experiences that can occur in 
improvement initiatives in higher education student services.  This understanding 
will provide insight into more effective implementation of improvement efforts.  In 
addition, other higher education organizations may benefit by understanding 
potential reactions of their staff in similar initiatives. 

 
 The primary benefit to you as a participant is that you may request a 
summary of the final report.  Hopefully, the report summary will provide you with 
insights and understandings that will advance our organization’s future 
performance improvement efforts. 

 
 If you agree to be in the study, you would be asked to participate in one 
(1) telephone interview.  The interview will focus on your experiences during the 
performance improvement initiatives.  The interview will last approximately 45 
minutes and will be tape recorded to ensure accurate transcription of your 
comments, if you consent.   
 
 To avoid risks related to confidentiality, the researcher will be contacting 
you by phone or mail.  The researcher will paraphrase quotes from any study 
participant if it appears that a direct quote would identify him/her.  Specifically, 
grammatically unique sentence structure or vocabulary will be targeted for 
paraphrasing in the final report. 
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The information you provide will be held strictly confidential and used for 
the purposes of research.  A study ID number will be used for your audio tapes 
and their transcriptions.  Your ID number, audio tapes and their transcriptions, 
will be kept private in a locked file cabinet and will not be provided to any person 
other than the researcher's advisor. Your records and reference list of study ID 
numbers will be erased, shredded or destroyed after completion of the 
dissertation.   
 
 Your decision whether or not to participate will not affect your current or 
future relations with the University of Minnesota.  If you decide to participate, you 
are free to withdraw at any time without affecting those relationships. 
 

Below is the contact information for the researcher, conducting this study 
and her advisor. 
 

Researcher  Advisor 
Jill C. Froehlich  Dr. Gary Leske 
Ph.D. Candidate 
Work, Community & Family Ed. 

 Director of Graduate Studies 
Work, Community & Family Ed. 

4521-102nd Lane N.E.  
Circle Pines, MN 55014 

 R350 VoTech Education Building 
1954 Buford Avenue 

612-785-1008 (home)  St. Paul, MN 55108-6197 
612-625-1429 (work)  (612) 624-2258 
Froeh001@tc.umn.edu     leske002@tc.umn.edu 

 
If you have any questions, you can contact her at the above address, phone or e-
mail.  If you have any questions or concerns regarding the study and would like 
to talk to someone other than the researcher, you can contact the researcher’s 
advisor, Dr. Gary Leske, as listed above.  
If you agree to be in the study, sign the attached consent forms.  Return 
one copy in the self addressed stamped envelope.  Retain this letter and 
the other copy of the consent form for your records.  
 
Thank you for your time and attention. 
 
Sincerely, 
 
 
 
Bruce Gildseth 
Vice Chancellor 
Academic Support and Student Life 
 
encl: Consent form 
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Statement of Consent 
I have read the above information.   I have asked questions and have received answers.   
I consent to be contacted by the researcher to be a participant of this study. 
 
Signature: ____________________________ Date:  _________________ 
 
 
Signature of Investigator: _________________ Date:  _________________ 
    (Jill Froehlich) 
 

Participant Contact Information 
Indicate how you can be contacted below. 

 
Your Name (please print) 

 

Work contact information  
Title  

Department  

Mailing Address  

City, State, Zip  

Phone  

E-mail  

  
Home contact information (This information is only required if you prefer to be contacted at home.) 

Mailing Address  

City, State, Zip  

Phone  

E-mail  

 
I prefer to be contacted at:  ________________work / home______________________ 
The best time to reach me is: ______________________________________________ 
Other comments: _______________________________________________________ 
Check this box if you want a summary of the research paper mailed to you.    
 
There are two copies of this form.  Sign and date both copies.  One copy is for you, 
mail one copy to Jill Froehlich in the enclosed self-addressed envelope.  As soon as she 
receives this from you, she will call you to set up a time for a telephone interview.   
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APPENDIX E 

RECRUITMENT SCRIPT 

Recruitment Script 
 
Script if I initiate the call 

Hello Name 1, this is Jill Froehlich, the researcher from the Department of 
Work, Community and Family Education at the University of Minnesota-Twin 
Cities.  I received your consent to be contacted for a research study.   

 
Script if they call me back or the continuation of the script if I initiate the call 

As a quick review, this is a research study exploring improvements in 
higher education student services.  First, I would like to make sure you qualify for 
the study, if you do, I’ll review the information provided to you on the consent 
form describing what the study is about, then set up a time for an interview.  Is 
now a good time to do this?   
1. If they answer something like, “I’m aware of your study, and would no longer 

like to participate”, then I’d thank them for their time. 

2. If they answer something like, “I’m just on the way to a meeting”, then I’d ask 
“when would be a good time for me to call you back?” 

3. If they provide an affirmative answer, for example, “Sure, now is a good time”, 
then I would proceed with the following script. 

You were selected as a potential participant because you work in student 
services in a midwestern university.  How many years have you worked in this 
department? ________ 
1. If their response indicates anything less than three (3) years, then I will say, “I 

am interviewing individuals who have worked for the department for three (3) 
or more years.  Since your work time is less than 3 years in this department, 
you do not qualify for the study. Thank You for your time.” 

2. If their response indicates three (3) or more years of work in the department, I 
will proceed with the explanation of the study. 

 
Explanation of the study 

The purpose of this study is to document and understand the variation of 
student service staff experiences during improvement initiative implementation 
efforts.  There are two study goals.  You, reader(s) of the study, and I will gain an 
understanding of the range of experiences that can occur in improvement 
initiatives in higher education student services.  This understanding will provide 
insight into more effective implementation of improvement efforts.  In addition, 
other higher education institutions may benefit by understanding potential 
reactions of their staff in similar initiatives. 
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 The primary benefit to you as a participant is that you may request a 
summary of the final report.  Hopefully, the report summary will provide you with 
insights and understandings that will advance your organizations future 
improvement efforts. 
Procedures 
 Consenting to be in the study means that you have agreed to participate 
in one (1) telephone interview.  The interview will focus on your experiences 
during the improvement initiatives.  This interview will last approximately 45 
minutes and will be tape recorded to ensure accurate transcription of your 
comments.   
 
 To avoid risks related to confidentiality, I will contact you by phone or 
mail.  Also, I will paraphrase quotes from you or any study participant if it appears 
that a direct quote would identify you.  Specifically, grammatically unique 
sentence structure or vocabulary will be targeted for paraphrasing in the final 
report. 
 

The information you provide will be held strictly confidential and used for 
the purposes of research.  A study ID number will be used for your audio tapes 
and their transcriptions.  Your records, audio tapes and their transcriptions, will 
be kept private in a locked file cabinet and will not be provided to any other 
person.  The study ID number will be associated with your name on one (1) list 
which will be kept in a locked file cabinet in my home.  Your records and 
reference list of study ID numbers will be erased, shredded or destroyed after 
completion of the dissertation.   
 
Voluntary Nature of the Study 
 Your decision whether or not to participate will not affect your current or 
future relations with the University of Minnesota.  If you decide to participate, you 
are free to withdraw at any time without affecting those relationships. 
 
Confirm Interest and Schedule interview 
After hearing more about the study, do you have any questions?   
 
Does this sound like something you’d volunteer to participate in?   

1. If the individual provides a negative response, I would then say, “Thank 
you for your time.” 

2. If the individual provides a positive response, I would then set up an 
appointment for an interview. 

 
My first interview opening is Thursday, March zz at x:yz a.m.  Is this a good time 
for you? If this time does not work, I will probe to find a time that works for the 
subject.  “How about other times on that day?  Do you have an opening at 
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another time that week?  How about the following week, what openings do you 
have?” 
 
After a day and time is determined, I will proceed with the following information. 
 
Next, I will remind the subject, “If you need to change your interview time, you 
can contact me as stated on your copy of the consent  form” and review my 
contact information below. 

 
Jill C. Froehlich 
Ph.D. Candidate 
Work, Community & Family Ed. 
4521-102nd Lane N.E.  
Circle Pines, MN 55014 
612-785-1008 (home) 
612-624-1429 (work) 
froeh001@tc.umn.edu    
 

Talk to you on (DAY and TIME of Interview)! 
 
Bye. 
 

 
 


