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Chapter 1: Introduction

Purpose of the Study

This study examined a change in the mission of a proprietary school that
became a degree-granting collegiate institution. The study focusedtors finat
influenced individuals in the organization who participated in, and affected, the
change of TESST Institute of Technology to become the TESST College of
Technology (TESST). In this study, organizational change is definethapa
alteration of, or departure from, an institution’s original mission and role in higher
education.

TESST'S Origins

Three kinds of profit-making institutions comprise the proprietary
sector: non-collegiate proprietary schools (private career schoolatgbypowned
neighborhood enterprises; technical or trade schools), degree-grantingsolledy
publicly traded companies, and small independently owned degree-granting colleges.
TESST was one such proprietary school in Maryland. Throughout the late 1960’s to
1990’s, TESST thrived like other “mom and pop” organizations which predominated
throughout the country, mainly in the form of beauty academies and trade institutes
(Pusser, 2005). The next section is a chronological overview of four campuses that
came together to form TESST Institute of Technology.

The Radio Electronic Television School (RETS) was originally a privately
owned career school located in Baltimore, MD that was established in 1956 and later
renamed RETS Technical Training School. RETS was founded by a single owner as

an electronics repair school. In the 1960’s the demand for qualified technicians grew



and RETS prospered. Subsequently, RETS offered heating/cooling, drafting design
and electronics engineering technology programs. According to MarylgeHi
Education Commission’s (MHEC) historical files, the institution acquiredachkein
Maryland’s private career school sector and became known for offering aplarem
training program and operating with integrity. By the late 1990’s, the aginigigmes
decided to find someone trustworthy to purchase RETS, someone who could be
counted on to carry on the institution’s legacy and grow enroliments. In 1998, he
contacted one of TESST's owners he had known for many years and sold it to
TESST, Inc. (P. S. Florestano, personal communication, September 7, 1999). Today,
RETS is the oldest of the four TESST campuses.

In 1967, the vice president of RETS decided to establish his own private
career school in Hyattsville, MD. In doing so, he partnered with two otherndamil
and created TESST Electronics School which specialized in basic electronics
technology training programs. By the early 1970’s, approximately 160 students were
enrolled so the school owners hired an admissions representative (a participiant in t
study) to recruit more students. Ten years later, this same individual pdctask
holdings from one family owner which totaled approximately one-third of thesentir
stock holdings in the institution. Thereafter, he partnered with another individual
and, together, they bought the remaining shares and acquired TESST. MHEC records
indicate the two new owners were granted approval on September 13, 1984 to operate
TESST Electronics School in Hyattsville, MD (MHEC, 1980-1999). These same two

individuals led the change initiative at TESST and participated in this study. From



1984 to 1998, the Hyattsville campus served as TESST’s main headquarters as well
as an instructional site until it relocated to its current location in BidtsMD.

TESST's two owners decided to expand into the Washington, D.C./Northern
Virginia student market and purchased a new facility in Alexandria, VA in 1985. By
1992, they hired and trained staff to run the Virginia campus and enrollments grew as
well as profits.

The owners were searching for a facility to establish a Baltimorgusm
when the owner of Arundel Institute of Technology (AIT) contacted them to see if
they were interested in purchasing the Baltimore school. They purchaseshtpus
in 1992 but sold it six years later because the location did not prove to be profitable.
That same year, the school owners moved from AIT to the newly acquired RETS
facility in Baltimore. About the same time, the Information Technology (IT
curriculum was introduced and the faltering heating and cooling program wsesdpha
out at all TESST campuses.

In 1992, TESST’s owners purchased the Advance Training Center (ATC)
facility located in Timonium, MD. ATC was originally a private careerostithat
also specialized in drafting, design and electronics. In 1998, TESST enrollments
outgrew the ATC facility so the owners decided to construct a new high tech campus
and relocate to Towson, MD.

In response to the need for more office and classroom space, the school
owners constructed a new high tech campus in Beltsville, MD and relocated SESST

headquarters in Hyattsville to that site. In 1998, a basic IT program wed,atkw



directors and faculty were hired and TESST Electronics School was renar88d TE
Technology Institute (TESST).

In June 2001, TESST was approved by the Maryland Higher Education
Commission (MHEC) to change its mission and offer an Associate of Arts and
Science (A.A.S.) degree in Network Information Systems; and an A.A.S. in
Electronics, Computer and Telecommunications Technology (K. R. Johnson, personal
communication, June 12, 2001). That same year the Accrediting Commission of
Career Schools and Colleges of Technology (ACCSCT) also approved TESST to
offer degrees. The total student population for all four campuses numbered over
1,500 full and part time students by June, 2000 (MHEC, 2001). In 2003, the schools’
two owners sold TESST College of Technology to Kaplan, Inc., a subsidiary of

Washington Post, Inc. which is publicly traded on the New York Stock Exchange.

Problem and Issues

Postsecondary education is the non-compulsory educational level that follows
the completion of a secondary education, provided by public and independent
universities, vocational institutes, community colleges, liberal arts ahditat
colleges that award academic certificates and degrees; and privsearar
proprietary schools that award professional certificates or certica®eople
generally assume that, as social organizations, postsecondary instshtois
research and discover ways of improving their services through organizational
changes. When expectations are not met, the institutions are accused of
inconsistencies, contradictions and complacency. In response to this issoe Wil

(2001) called on the social sciences to assume a more active role in ordeletccanf



changes in public policies and higher education institutions. The author
recommended linking social sciences with other disciplines via interdinseipl
research (as opposed to a mono-discipline model) in order to further proposed
changes in the direction of higher education (Wilson, 1992, 1995).

Clark (2001) pointed out that society continues to place increasing demands
on institutions to produce more research and technological advances but, to the
public, educators appear too slow to respond with changes to academic program
structures and procedures. Employers are placing increasing psessure
postsecondary institutions to produce a better trained and educated workforce for
entry level positions but federal and state budgetary decisions, as welleasing
enrollments are constraining their goals (Clark, 2001). However, schatangse
agree that educational organizations are difficult to understand, espetialyone
attempts to make sense of their structures, processes and systems. Weick (1979)
explained that colleges and universities essentially consist of loaaghed,
ambiguous systems:

What seems to be unchanging does change; what seems to be changing is

unchanging. Organizations thought to be stable, in fact keep falling apart and

need elaborate maintenance mechanisms to ward off threats to stability

Conflict-ridden organizations, thought to be unstable, can often continue

indefinitely (p. 58).

He believed that the problem of change is centered in organizational psocess
that are exceedingly complex and contradictory. Extending this concept, Birnbaum
(1988) theorized that educational organizations consist of subsystems that ioperate

loosely connected, infrequent and inconsistent manner. While one subsystem in a

college is stable and functioning properly, another may be entirely in flux and



disconnected with other areas in the organization. This may explain why some view
higher education as inconsistent, contradictory and often a failure when attgempt
change initiatives. In this way, society becomes frustrated by what appdsa a
reluctance to innovate.

Although educators recognize public demands for organizational change, they
rarely succeed in initiatives related to redefining their mission and diatbéum,
2001; Burke, 2008; Nordvall, 1982; Youn & Murphy, 1997). This fact is not just
confined to colleges and universities. In general, upwards of three-qudiradrs
organizational change initiatives in the business world (e.g. reenginestratggic
planning, etc.) are reported to have failed entirely or have created problems serious
enough that the survival of the organization was threatened (Burke, 2008; Cameron as
cited in Druckman, Singer & Van Cott, 1997). One reason for these circumstances is
that there are many conflicting organizational change theories andntipéyye
limited sets of variables (Bennis, Benne & Chin, 1985; Birnbaum, 1988; Burke,
2008). The variables employed in this study were the values that were presumed to
influence an organizational change. The literature on organizational vadiczted
that most research on change has been conducted during periods of stability and very
few studies have employed a more comprehensive set of relevant valuesythat ma
play a role in organizational change processes (Gilliland, Steiner & &ka2003).
Organizational values are espoused beliefs by members of the organizatioe that ar
widely shared across all levels of an organization (Argryis, 1971; Cameran, Qui

Degraff & Thakor, 2006; Pinder, 2008).



Another issue related to the concept of social exchange was fundamental to
the theoretical framework of this study. Social exchange occurs where peopl
organizations interact with others by cooperating, negotiating and tradingreic,
human resources, political, social, psychological and cultural/ideologicasva
through a network of relationships and associations. Contemporary organizational
change theories generally do not fully account for the complex exchangesgoces
that take place when institutions attempt to initiate change. A review dfetfaure
provided only a few models of organizational change that employ social exchange
theories to explain changes processes in higher education. (Becker as B#adis
et al., 1985; Burke, 2008; Homans, 1974). Additionally, theoretical frameworks that
analyzed values that motivate change in educational organizations appeared to lack
the depth, scope, and complexity educators need to understand change processes.
Consequently, this study proposed a more inclusive theoretical framework for
educational leaders who find themselves engaged in organizational chdrfgela
their institutional systems, subunits and social processes slow to enact chaaege. T
study offers a way for educators to better understand the processes cfaiigiaali
changes and improve their chances of achieving their change goals.

Rationale for the Study

There were several reasons that led to this study. A review of theulieerat
revealed that no single theory or study currently addresses the broad set of values
involved in social exchange processes. Current organizational change theories
typically analyze change based on too limited a set of variables. Studm® se

document major transformations of institutional missions by including theafudle



of variables employed in social exchange processes. This study illush@ated t
complexities of actual situations and the interplay among a complex setovs finat
influenced organizational change. This case study traced the progression of an
organizational change process over a period of three years.
Types of Organizational Change

The literature on organizational change theory essentially identife#itwls
of change: first degree, meaning that minor tweaks and adjustments areemade
improve an organization; and second degree, meaning a transformation of
organizational values, mission and core (Kezar, 2001). This study addressed the
latter order of change, examining a major, more fundamental change in an
organization’s mission.

Research Questions

This study considered the impact of sets of motivating values (or changelesyi

and whether examining a combination, or interaction, of the values shows more
promise for understanding organizational change than contemporary theories. Values
sought by those involved in, and affected by, the circumstances perceived by the
institution’s staff, together with the processes employed to bring about thgechan

were identified, classified and their effects analyzed.

In order to examine organizational change, the study’s design addressed the
following research questions:
1. What concerns about TESST’s environment and its internal circumstances led it

seek becoming a degree-granting institution?



a. Were there any environmental trends and pressures that affected TESST’s
decision to become a degree-granting institution?
b. What were the internal circumstances that suggested the need for an
organizational change?

2. What were the organizational and individual benefits envisioned by those seeking

the change? a. economic benefits

b. human resource benefits

c. political benefits

d. social benefits

e. psychological benefits

f. cultural and ideological benefits

3. What was the nature of the processes employed for bringing about the
organizational change; what features of these processes helped most in adsieving

intended outcomes; and which ones were not helpful or impeded by the effort?

4. Did the processes employed to bring about the organizational change exhibit the

characteristics of a social exchange process?

Significance of the Study and Implications

This study provides supplemental knowledge about the complexities of orgamatati
change in postsecondary institutions. Since there are few, if any, shaties t

encompass such a comprehensive array of factors that influence organizational



change through social exchange processes in postsecondary educatiargythis st
contributes significant findings. The study employed a theoretical frarkeinatr
drew from various theories and disciplines. In doing so, the study contributes a
research design that stimulates further understanding of, and interest in,

organizational change in postsecondary education.

This study informs practitioners about the role interacting values play innofhge
individuals to seek or resist organizational changes. Practitioners areckagrde
makers and leaders in educational institutions and other organizations concénned wi
higher education. By researching the values and processes of organizatimgg c

in the case of TESST, the study informs an audience of practitioners who lead
postsecondary institutions; especially those that share similar historsssons and
programs as TESST, not only in Maryland but other states as well. Educators
considering institutional change may find value in the lessons learnedhi®©study

by gaining knowledge of how individuals at TESST engaged in social exchange
processes and implemented strategies that resulted in a successfzbbiayeal

change initiative.

Another group of practitioners, stakeholders and owners of propriety schools
and for-profit colleges, may benefit from TESST’s experiences wherctresyder
adopting new programs and changing their institutional missions. The costs and risks
of organizational change are very high for investors in educational corporations.
Unlike publicly supported sister institutions, they rely on profit margins. Tdrerea

case study of TESST is meaningful to this audience.
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The study also informs state policy-makers, accreditation associationdand ot
regulatory entities about the nature and complexity of proprietary schoolerand f
profit colleges. The study brings two levels of awareness to legislatmreditation
associations and government agents: 1) how social exchange processes affect
proprietary officials as they seek to bring about changes; and 2) a better

understanding of the values that are contested when making an organizatiogal chan
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Chapter 2: Literature Review

This review first described why social exchange theory is a useful approa
for explaining how organizational change processes take place. Second, it examined
literature from a variety of disciplines to identify the sets of valuesatigasought
through organizational change processes. These values were assumed to be the
primary variables affecting the outcomes of organizational change prec@dsed,
the review examined the extent to which these values are included in the variables
employed in a sample of current organizational change theories. The informasion w
used to construct the research design for the study.

Literature on the Nature of Social Exchange Theory

This study employed social exchange theory to examine organizational
change because there was evidence in the literature illustrating that salggt are
commonly achieved through social exchanges. Social exchange theory asstimes tha
individuals bargain over conflicting values in order to achieve organizational and
personal objectives. The literature suggested that during the bargairieggnd
one sways another in order to achieve a desirable goal, the initiator is emg@loy
form of influence (Paulus, 1983). In this way the values that an initiator seeks
becomes an influencing factor or variable in the course of a social exchange.

For this study, social exchange was defined as an exchange of values between
two or more parties motivated by the possibility of obtaining a net increase in
desirable values or minimizing a net decrease in values. Although exchamgesthe
tended to be eclectic (Birnbaum, 2001; Paulus, 1983), there were common schools of

thought based on the principles of bargaining and exchange. Bargaining was
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generally referred to as an “exchange” or transaction that helps two epexple

reach their goals. Sociologists commonly accepted that an exchangesracgoal
structure comprised of relationships and processes and the normative sharing of
values (Clark, 1992; Lawrence & Nohria, 2002). Social exchange theories centered
on the assumptions that social behaviors have potential consequences in the form of
benefits or drawbacks and that the outcomes are limited and imply costs (Paulus,
1983). Another major assumption was that, at any given point in the interactive
process, individuals are often motivated to bargain and influence another’s behavior
in order to achieve a reward (Cameron et al., 2006).

The literature suggested that social exchange theory procesdes mneains
by which people in organizations interact with others by cooperating, naupaaid
trading economic, human resource, political, social, psychological and
cultural/ideological values through a network of relationships and associafitme:
elements of social exchange included collaboration (or conflict) and adaptation (
resistance). These interactive processes may be conducted both informally and
formally. They require friendship, compromise and professional ties. Relapenshi
are formed and sealed through the “mutual exchange of valued resourcess,(Paul
1983, p. 22).

Sociologist George Caspar Homans (1968; 1974) conceptualized the exchange
of social and material resources as a fundamental form of human interaction. He
developed matrices for understanding social exchange as progressive grocesse
beginning with a proposition, weighing potential outcomes, evaluating alternative

actions and rewards, employing stimuli (or values), exchanging values and endi
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with payoff or rewards. In the exchange of values, each partner is rewarded or
penalized by the actions of the other.

Modern theorists described an exchange of values as relationships within and
among organizations as they strive to fulfill their needs (Bennis et al., 1985; Homans
1974). Katz (as cited in Bennis et al., 1985) contended that social exchange processes
operate within boundaries where values are communicated, but the most influential
(or inhibiting) factor of exchange was the interpersonal relationships among
individuals or groups. Theorists also contended that social structures comprised of
values provide boundaries that limit the exchange process.

Values Sought Through Social Exchange Processes

For this study, values were defined as sets of principles and criteria people
employ for making choices and taking actions. A major goal of this studjowas
identify and employ a set, or taxonomy, of basic values that are commonly spught b
individuals in organizations. To this end, a sample of pertinent literature from the
social and behavioral sciences was reviewed. A list of values that appeatdikely
influence organizational change processes was compiled. A preliminaw relvi
these variables suggested that the major categories typically involvedah soci
exchange processes were likely to be the following: 1) economic resources for
obtaining goods and services; 2) human resources for maintaining quality staff
faculty and students; 3) political resources that provide power to influenistons;

4) social resources to improve one’s standing in society; 5) psychologicaloestur
enable individuals to feel better about themselves; and 6) cultural and ideological

resources that people employ to view and interpret their environments.
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Economic values are a set of resources that are exchanged in order to obtain
goods and services. Human resowaleies are individual qualities that are valued by
organizations and human resource variables stem from organizations that seek to hire
individuals having certain skills. Political values involve the attainment of pamaer
are motivated by the desire to exercise power and influence decisions. vahmal
are motivated by the desire to satisfy certain needs such as recognities, sta
prestige and reputation. Psychological values are concerned with onetseingll
and the need for commitment, trust, connectedness, self-worth, morale and .security
Cultural and ideological values involve individuals’ or organizations’ shared
normative behaviors and belief systems and provide a sense of protection and
stability. Variables that were revealed during the literature rewiexe
supplemented, or elaborated on, if supported by further evidence, during the conduct
of the research period.

Once the values were identified, a taxonomy was developed for the study’s
research design. The literature review, and subsequent analysis of intatéew
helped to determine whether the factors viewed as important by participsmes i
case study were encompassed by these categories of motivating values.

A major challenge in identifying a full set of change variables wastthat
required a very comprehensive review of the literature on the social and behavioral
sciences. The time and resources available obviously did not permit a fully
comprehensive review. Consequently, this review “satisficed” by revieaveagnple
of the literature that appeared most likely to generate examples of nuotalati

factors that influenced organizational change.
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This study investigated the role that these variables played in changing the
organizational mission and programs at TESST. To accomplish this goal, the study
proposed a taxonomy consisting of six sets of values and 33 variables that are

identified in Table A. Table A below is a summary of the values and variables that

were identified in the following findings from the literature:

Table 1. Taxonomy of Organizational Change Variables

ECONOMIC HUMAN POLITICAL SOCIAL PSYCH. CULTURAL/
VALUES RESOURCE VALUES VALUES VALUES IDEOLOGICAL
VALUES VALUES

(8) Variables  (2) Variables

(6) Variables

(7) Variables

(7) Variables (3) Variables

Two sources  One source Three sources  Three sources Three sources One source
Fund sources Expert Power Status Connectedness
1. Increasing  1.Accessing 1. Pursuing 1. Enhancing 1. Esprit de 1. Institutional
salary student political institutional corps identity
markets agendas stature
2. Building 2. Group 2. Institutional
alumni 2. Improving Referent Power 2. Attracting cohesion ideologies
funds quality of 2. Affiliating with scholarly
faculty and esteemed students Commitment: 3. Institutional
3. Enlarging staff organizations 3. Compliance sagas
endowment Prestige
3. Acquiring 3. Upward 4. Internalize
4. Increasing visibility for striving
student institution Self-Image
tuition 4. Social 5. Self-Worth
Legitimate Power leveraging
5. Increasing 4. Power and 6. Trust
federal and influence Reputation
state funds 5. Gaining 7. Morale
5. Acquiring legitimacy
Uses of funds more
6. Adding new independence 6. Gaining
programs prominence
6. Accessing
7. Building inner circles 7.Emulating
new others
facilities
8. Acquiring

technologies
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The taxonomy provided a framework for examining how each variable may yor ma
not) have influenced the social exchange processes that led to organizationa) chang
and illuminated other variables that were not identified in this literaturenevie

The literature suggested that values originate in the human need to act
proactively, to seek growth, to inquire and thus to reduce uncertainty (Lawrence &
Nohria, 2002; Rokeach, 1973). Theorists generally characterized values as
instrumental factors involved in social exchange processes (Bass, 199an#il
al., 2003; Homans, 1974). Social theorists seemed to agree that people and
organizations do not thrive in solitude but depend on one another by exchanging
values or resources. Rokeach (1973) proposed a definition of a value as “...an
enduring belief that a specific mode or conduct or end-state of existqrersanally
or socially preferable to an opposite or converse mode of conduct or end-state of
existence” (p. 5). Although the theorist emphasized individual values, he stressed the
importance of collective organizational values as well.

Organizational scholars believe that, depending on what one values, an
individual may be inclined to influence, initiate, or resist change; an orgamzati
values are capable of influencing the success of a change initiativea(@ikt al.,

2003). Feather (2003) contended that value systems function as guiding principles
and groups are more likely to reach consensus about values when they find something
in common. Pinder (2008) argued that organizations do not have values opereeds

se but key individuals possess values that can influence change phenomena by way
of connective relationships or social exchange processes. Key individualsessplay

are those who are significantly capable of influencing organizational ehang
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processes. Pinder (2008) suggested that when individuals’ values converge with
other peoples’ values, collectively they can influence organizational vahaes
behaviors. Otherwise, if they conflict, they can alienate others. An organigat
core values are often evidenced by the values held by the “gatekeepers” or key
decision-makers (Hage & Dewar, 1973; Cameron et al., 2006).

Bennis et al. (1985) asserted that a “transactional two-way process” isrithher
in peoples’ value systems (p. 316). Furthermore, the process must contain the
element of reciprocity and fairness for both parties to seek an exchandeesf va
The most influential (or inhibiting) factors that affect the exchange psa@ues
consequences people perceive such as reciprocity, shared values, connective
relationships among individuals, and the expectation of rewarding outcomes (or
values) or the minimizing of losses (Bennis et al., 1985). Organizations change
because individuals purposefully change them (Cameron et al., 2006; Lawrence &
Nohria, 2002; Youn & Murphy, 1997). This study examined how the values held by
individuals operated as variables in the social exchange processes at TES&Faha
involved in its change of mission. The balance of this chapter describes the sariable
the literature suggested are factors that motivate individuals to seek otigaaiza
change.

Economic Variables

The literature generally defined an economic value as a useful resource that
can be compared, competed for, and transferred from one entity or person to another
in order to obtain goods and services (Cameron et al., 2006; Gilliland et al., 2003;

Graeber, 2001; Schmidtlein, 1999). Organizational theories related to economic
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values mainly concerned financial survival, changing market theories, @ret ni
building. Weber (1922) asserted that economic values are social and consist of
interactions and exchanges among individuals, groups and institutions. Economic
values such as production, distribution, exchange, consumption of scarce goods and
resources, or a “desire for utilities,” are commonly sought and usualig aeart of
organizational actions (Weber, 1922, p. 63). Seeking economic values can initiate
efforts to bring about organizational change. The desire to accumulate and utilize
wealth, for example, can influence institutional initiatives and cause edsitat
bargain for their values and priorities. Economic variables fall into two groups:
sources of funds and uses of these funds. Sources of funds motivate individuals to
compete for scarce resources to accumulate income in order to reduce economic
uncertainty (Cameron et al., 2006; Lawrence & Nohria, 2002). Some economic
variables that motivate individuals to minimize uncertainties included tlusviab
sources of income that educational leaders value: increasing salaggsingr
alumni financial support, increasing gifts for projects and endowments, sSimgea
student tuition, and increasing federal and state funding.

Uses of funds generally motivates individuals to bring about organizational
change, particularly if the institution perceives financial rewana®s expending
funds. The most common activities are: adding new academic programs, building

new facilities and acquiring technologies.
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Increase salary.The promise of an increase in salary and fringe benefits is a
common value most people share in sociétyresearch related to leadership,
motivation and job performance, Bass (1990) drew a distinct relationship between the
probability of receiving a higher salary and the effort one puts forth to achieve pay.
Individuals motivated by the prospect of a higher salary tend to be more effactive
job performance and as influential decision-makers and leaders (Bass, 199 Pe
driven to increase salaries tend to be more involved in decisions that affect
organizational change (Bass, 1990; Booth, 2004).

Increasing alumni supporAlumni gifts are an important source of revenue
for higher education institutions. Alumni fund-raising campaigns are yvaslepted
practices in traditional institutions. College presidents are often judgediby the
trustees and constituents, in part, by the size of donations and number of alumni
members. College presidents who seek to increase their alumni support may consider
making changes in the institution’s mission or goals in order to build academic
programs that are more appealing to potential alumni donors.

Obtaining gifts and enlarging endowmensn institution’s ability to access
new sources of wealth to undertake projects and increase the size of its enlowme
funds can influence strategic decisions such as mission, priorities, and tuggn rat
Institutions seek gifts to construct buildings, provide scholarships, and undertake
research and many other projects. Higher education institutions, to varyiegslegr
are subsidized by the interest earned on underlying wealth that mainly comes fr
endowments. These subsidies can affect strategic decisions institutidmaakas

concerning the price of tuition each year, institutional mission and coreiastivi

20



(King, 1999). The importance of growing large endowments can drive college
leaders to seek organizational change.

Increasing student tuitionTuitionis an important source of income for
profit-making and traditional institutions alike. Although tuition is only one source of
revenue for many traditional institutions, it is a major source of revenuerfprdfit
institutions. Values theorists suggested that at the heart of most priceasciethe
belief that an increase in revenues will produce better and more creative @sitcom
(Gilliland et al., 2003). An increase in tuition may induce quality improvements such
as adding more courses, reducing seat counts in classrooms, adding more parking
spaces, providing more dormitories, etc. Organizational changes thatibrgegitto
tuition adjustments are typically fueled by visions of a future economictltdtes
better than the existing situation.

Increasing federal and state funding.major incentive to decision-makers
who seek external means of supplementing the institutional budget is through an
increase in state funding. Funding often depends on the sector or segment of
postsecondary in which an institution is classified. Groups of postsecondary
institutions are classified according to similar missions and goals oflegiate
sector, proprietary sector, community college sector or independent sdetter. S
funding can affect the enrollment capacity of public and, in some States such as
Maryland, independent institutions as well. Changes in the state budget canrconstra
or expand operating budgets and affect the ability to achieve institutional goals
(Mintzberg, 1973). Proprietary schools do not receive the same tax advantages, or

state funding, as public institutions in most states. Their budgets are drivest al
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entirely by tuition revenues and student financial aid. A school owner who desires to
establish a source of revenue through state funds may be inspired to transform the
instution’s mission and goals if the possibility exists to collect state regesuch as
student scholarships (Eckel & Kezar, 2003).

Federal revenue in the form of financial aid is a primary source of ekterna
revenue for all sectors of postsecondary education. One provision in the Higher
Education Act singles out profit-making institutions: the 90/10 rule (Kinser, 2006).
The 90/10 rule requires proprietary institutions to receive no more than 90 percent of
their earnings from federal student aid. The proprietary sector in genecal i
motivated by the possibility of increasing federal revenues that the imstgutire
lobbyists to work closely with federal legislators to change the reguta#ind obtain
parity with the traditional sectors (Kinser, 2004).

Addingnew programs.New academic programs require investment in
researching the student market, identifying a potential market niche, hamng
faculty and developing curricula that will attract new student consumergutiosts
benefit from adding new degree programs because the additional tuition irmome c
be used to build new facilities, enhance technologies and obtain the interest and
support of the workforce (Cameron et al., 2006; Eckel & Kezar, 2003). An official
may seek ways of influencing changes to the mission in order to add a new area o
study.

Building new facilities.The construction of a new athletic stadium,
conference center, and parking lots or adding a new campus site is a common fund-

raising campaign objective. These facilities bring the promise of additiomales

22



of income to the campus. The concept of constructing a new facility coupled with the
possibility of profit is a motive that can influence presidents to seek chandpes in t
mission and goals.

Acquiring technologiesTechnology provides benefits to the postsecondary
community. Technology is a top priority for many institutions that aim to improve
their instruction, offer alternative modes of educational delivery, provide yacult
development and equip students with technical skills to compete in the workforce.
These benefits motivate proprietary school owners who desire to add new programs
that will produce graduates with desirable skills as well as improve potsnizes
of tuition revenue.

Human Resource Variables

The literature defined the science of human resources as the study of
recruitment, retention and utilization of people who possess talent, skills and
knowledge (Bennis et al., 1985; Cameron et al., 2006). The concept of human
resource values is the presumed worth that a leader in an organization atwibutes t
individuals who have technical, professional or academic expertise. Individuals who
perceive ways in which an organization could benefit from others who possess certain
kinds of information, skills and intelligence are believed to have a high regard for
human resources. People who are perceived by others in the organization as having
expertise and intelligence are more likely to be sought after in order to promote
organizational change through social exchange processes.

Havelock and Benne (as cited in Bennis et al., 1985) contended that those who

have knowledge that is valued by an organization are capable of trading-off their
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information in exchange for more autonomy and privileges. They assumed that all
knowledgeper sehas various potential “use value” depending on one’s motive.

Individuals who possess desirable information, skills and intelligence benefit
organizational goals. Organizational theorists suggested that individundlisade
asset that adds value to organizations similar to the way economic assetg @mhanc
organization’s prosperity (Cascio, 2006). The logic follows that the greater the
gualities an individual possesses, the more highly sought after the person will be by
an organization. Organizational change theorists recognized the importance of
managing, locating and cultivating human capabilities as wisely ahall ot
organizational resources (Cameron et al., 2006; Cascio, 2006; Rosen & Barnum,
1996).

In a study on the relationship of human capital to financial performance and
return on capital, Cascio (2006) explained that human capital can have a tremendous
impact on a corporation’s economic survival. In higher education, college presidents
and proprietary school owners alike typically compete for human resources just a
they do for economic resources. The most notable incentives for organizational
change stem from the following human resource variables: accessingudewts
markets and improving the quality of faculty and staff.

Accessing student marketShe prospect of attracting stronger students
through improved marketing strategies appeals to most campus leaders in all
postsecondary sectors (Eckel & Kezar, 2003). Attracting capable studgnts m
require changes in enroliment policies, creating attractive programedpgding

scholarships funds and more. A proprietary owner who desires to increase the quality
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of students, or perceives heated competition for talented students in the for-profit
segment, may seek to change an open admissions policy to one that employs more
selective admissions criteria. A change in admission standards and programs may
require a change such as a realignment of the school’s mission and goals.

Improving faculty and stafAnother force that can drive change is the need to
optimize all of an organization’s resources, including hiring talented, slaltial
knowledgeable people (Cameron et al., 2006). The incentive to attract highly
competent staff can lead to organizational change. Recent trends itiaitate
organizations are shifting their hiring practices. They tend to hire speciaistsis
less repetitive but more complex; and tasks require flexibility, creaawitysocial
skills; and pay is linked more to an employee’s market value or skill level than to
tenure or position (Cascio, 2006). Furthermore, work itself has been redefined to
mean continuous learning and more higher-order thinking (Cascio, 2006, p. 15).

As a result of these trends, the market for recruiting quality staff anttyfas
becoming more competitive. Hiring a well-known scholar can mean the survival of a
department in a collegiate institution. By changing the focus from cax@gnams to
degree-granting programs, as well as the mission and goals, a proprietanly sc
owner may enhance and improve an organization’s ability to attract a moredalente
pool of staff and faculty.

Political Variables

The literature defined a political value as a high regard for power and
influence (Lawrence & Nohria, 2002; Wrong, 1979). Holton (1995) theorized that

political interactions in higher education often take place for three reatdmgen
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there is a need to acquire more power; 2) when there exists an obstacle tma3)oal;
when there is resistance to an external force or agent that is perceilieshening.
Organizational scholars and political theorists alike seemed to agreeadhgeshn
institutional missions are often attributed, at least in part, to the prospeciuidiag
political power and that seeking political gains will continue to play a majoirrole
institutional change processes (Bennis et al., 1985). Those who employ political
power through social exchange processes are likely to play a role in achieving
institutional change. Changes in policies, missions and programs are oftal afres
shifting sources of political power.

Power is the capacity to influence change in others to achieve one’s goals
(Birnbaum, 1988; Cascio, 2006). Educational institutions by nature are politically
motivated because political power is a means of achieving their aims. Sources of
political power that commonly appear in the literature &ert(information and
expertise), referent (power is given by subordinates), legitimedal (Authority) and
coercive (use of force) (Bass, 1990; Birnbaum, 1988, p. 130; Weber as cited in
Merton, 1965). Expert power exists in an institution’s specialized knowledge and
expertise. Referent power originates in power that is relinquished by sulbesdina
and legitimate power is derived from legal authority. Coercive power was found to
be the least desirable source because it offers few incentives foradutatds to
produce alienation and creates instability in educational organizations (@mnba
1988). This study focused on the first three groups because they are more commonly

sought by higher education institutions.
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Expert power is derived from scholarly faculty, highly competent staff, and
those who possess specialized knowledge and have expertise in technologies
(Birnbaum, 1988). An institution that possesses expert power is capable of
influencing others’ decisions. College presidents are often viewed as hakiergda
a cadre of staff and/or faculty experts who have the answers, wisdom, knowledge or
technology to help further their goals (Bass, 1990). They are also perceived as
pursuing political agendas on behalf of their institutions.

Political agendas The pursuit of a political agenda is often motivated by the
desire to implement institutional goals by becoming an active participargetings
with politically connected or powerful people who have the ability to promote the
interests of the institution. Educators, or in some cases their paid lobbyists take
the role of political players who seek ways of capturing the attention of a powerful
individuals who can assist or block their aims. They may offer the services and
expertise of their staff and faculty to assist with issues that promotgehests of
their institutions. Several corporate owned institutions hire lobbyists who have the
expertise, political savvy and connections to communicate with key legish s
state and national levels.

At the state level, key players are capable of influencing or shaping highe
education policies and decisions. One way of influencing policy is by lending the
services of an institution’s scholars and staff experts to statewide task,fadvisory
councils or blue ribbon commissions. Educational leaders expect their experts to
promote the interests of their institutions. These experts are conduits for sekehol

who seek to influence statewide policies.
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Referent power is a form of political empowerment that is voluntarily
bestowed by members of an organization on individuals who are held in high esteem.
In a study, French and Snyder (as cited in Cartwright, 1974) found that referent
leaders were able to exert more influence on others than leaders who were/@lbt as
accepted by subordinates. Referent power is highly sought after becaesatibos
possess it are taken seriously, command attention and are often includedknitight-
political circles. Referent power is also an effective means of rglsapport while
promoting major organizational changes (Birnbaum, 1988, p. 205). The more
visibility and respect a leader has earned, the greater the lecajeaidty to motivate
admirers, influence others and achieve institutional goals (Bass, 1990). efaieild
suggests that the value of referent power is commonly acquired by i ivaitih
other esteemed organizations and acquiring greater visibility fonghition.

Affiliate with esteemed organization&ffiliation is an incentive for
individuals seeking a source of referent power, especially when driven by the
expectation of associating with individuals or institutions that are politioaered
by others. The prospect of affiliating with other esteemed individuals otvate
people in a non-accredited institution to seek changes to the mission and become
accredited. As an accredited institution, a proprietary school will morg lieel
perceived as sharing similar qualities and attributes of other accrediiadiors. A
new source of referent power will result from being seen in the company of other
accredited and more prestigious types of institutions

Acquiring visibility. Visibility is another value highly sought after by leaders

of higher education institutions. An owner of a small proprietary school, who
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believes the school is being obscured by a major research university and other
prestigious colleges in the vicinity, may be motivated to make changes to itsmiss
and goals. If leaders in an institution desire to draw positive attention and uplift the
school’s visibility from the shadows of the other campuses, they may decide to
transform the school into a degree-granting college.

Legitimate power is conferred by the following means: 1) occupying a
position that has been established to exercise authority; and 2) appointment to a
position by official means (Wrong, 1979; Birnbaum, 1988). In the first category,
legitimate power is invoked through the title or position one fills. The legitimate
power of occupancy allows a college president to make decisions in areas such a
budgets, salaries, hiring, and facilities. The second category providesdedth a
source of power derived from an elective process which requires consensus. A
college president who is appointed by the Governor to a statewide task force is
perceived as having increased power and influence. The appointee’s power is a
reflection of the higher authority’s legitimacy. Both types of legitar@ower are
valued for their efficiency and low levels of “maintenance” as opposed to the time
and energy involved in building sources of expert and referent power (Wrong, 1979).
The value of legitimate power can take the form of three variables: pader a
influence that college presidents are perceived to possess, acquiring more
independence, accessing political circles.

Power and influenceThose who admire the power and privileges of
collegiate presidents may be motivated to support their organizational change

initiatives. An individual, who has operated from the organizational perspective of a
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non-traditional proprietary school owner, may strongly desire to wear the &at of
traditional college president and confer degrees at graduation. To the owner, a
president’s position may represent the ability to exercise legitimaterEowl
influence the organization as well as the postsecondary education community.

Although they may not possess power, some leaders purposefully give the
impression of influence. An individual or organization that exhibits influence is often
sought out by others (Bass, 1990). By giving an impression of influence, a president
makes possible new kinds of audiences, social interactions, negotiations and
cooperation with others.

IndependenceThose who possess legitimate power are less likely to be
guestioned by subordinates or associates about their actions and decisions (Wrong,
1979; Lawrence & Nohria, 2002). Independence can provide an individual or
organization a source of legitimate power and authority to influence policsialesi

Accessing inner circlesStudies indicate that leaders who possess legitimate
power are often privy to an inner circle of confidants and influential people (Bass,
1990). These social circles are often informal but privileged, considerethsecre
and closed to those who do not have legitimate power. When one enters a closed
political circle, it is possible to share and collaborate with others havinigusim
backgrounds while influencing them.

Social Variables

Social values are sought in order to increase one’s standing or image in
society (Bennis et al., 1985). Social values give meaning and importanciemns act

and operate as reference points and parameters when issues involve organizational
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decisions. What people regard as right, and good socially, shapes their decisions.
The kinds of social values people hold can operate as variables that influence
organizational change. Three types of social variables are: statugeaesti
reputation.

Status is achieved by gaining a high ranking position in a group, organization,
a community of peers or society. Homans (1974, p. 197) theorized that status is a
concept of honor that requires general consensus among a group of people; it is the
way groups or colleagues rank each other. Status is given to very few at the top of
the social pyramid and sought after by many at the bottom. In academiaisstatus
easily identified. An institution that meets the higher education community’s
standards holds a high degree of status and, conceptually, is perceived to be in a class
which distinguishes it from other institutions. Two ways individuals seek to improve
institutional status are: enhancing institutional stature and attractiotady
students.

Institutional stature.This variable is known to influence individuals in
institutions of lower status to seek greater status. Benoit-Smullyaitg@sncBass,
1990) found that individuals are inclined to be drawn to the prospect of enhancing
institutional stature in order to achieve parity with others of higher leateisst
Enhancing institutional stature is apparent when a community college shtnge
mission and goals or invites research universities to team with them to offerefur-
degree programs at its sites. A memorandum of understanding between a dgmmuni

college and a research university signifies that a higher level of stetdeln
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achieved. In the eyes of the public, the college may be perceived as havingdachieve
a higher status.

Scholarly studentsOpportunities to attract scholarly students are motivating
to individuals who desire greater institutional visibility. To borrow a metaphor tha
illustrates the status variable, when compared to other common goods, the value of a
Picasso lies not only in its intrinsic worth but in its conspicuous display of social
status (Lawrence & Nohria, 2002). Likewise, by recruiting scholarly stsident
institution is able to tout its social status.

Prestige is in the mind of the beholder, but it also forms favorable societal
impressions and increases the influence of an institution. Some individuals strive for
prestige because of what it represents, e.g. opportunities to mingle wititiaflue
organizations and open new sources of corporate, government and research grants.
Prestige is sought through upward striving and social leveraging.

Upward striving. Relentless ambition to move above one’s current position in
society in order to increase one’s influence is known as upward striving. Upward
striving is often reflected in the desire to accumulate signs and symbalscets in
order to gain a favorable impression from others (Bass, 1990). The worth or prestige
of an institution increases as the leadership is perceived to be moving to higher social
echelons (Bass, 1990). Leaders who aim for upward levels of institutional prestige
are seeking protections from external intrusions that are affordedymesti
institutions and achieving broader freedoms than those at lower levels. When

individuals in less prestigious institutions aspire to lift their organizationsrdgwvia
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the eyes of the public, they may seek ways of distinguishing the organization from
others and disassociating with lower level institutions.

Social leveraging Social leveraging is a means of maneuvering one’s self
into social relationships that can help the individual achieve desirable rewards
some extent, educational leaders who desire to build institutional prestideare
“social climbers.” Social climbing requires being seen in the presenchaevtatho
have already achieved a prestigious social level (Homans, 1974, p. 311). Key
individuals in a proprietary school who seek ways of being invited to participate in
the state’s planning committee on postsecondary education may be moved by the
prospect of circulating in the same circles as state officials @avernor’'s cabinet
members.

Reputations a social value individuals seek because of its expected rewards.
An organization that has a positive or “solid” reputation is more likely to gain social
privileges, memberships and audiences in influential circles. In highertiedica
reputations are built through informal social channels and planned interactions.
Typically educational leaders have a focus in mind when building reputation such as
enhancing an institution’s integrity, image and academic rigor. Reputatietioss
like Harvard University or Stanford University are honored through a consensus
among other higher education institutions (Lawrence & Nohria, 2002; Veysey, 1970).
These universities have strong admirers, loyal alumni and benefactors vewe beli
their leaders capable of making decisions that are in the interest of theiorsti
Examples of the benefits of having a sound organizational reputation include gaining

legitimacy, achieving prominence and emulating others.
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Legitimacy. Legitimacy is the authentication of an organization’s reputed
stability, credibility, reliability and continuity. Legitimacy isghily sought by
educators because it represents validation that is grounded in endorsements by the
higher education community (Griffin & Stacy, 2005; Weick, 1979). An owner of a
proprietary school who seeks legitimacy may be motivated to join the league of
collegiate institutions as a way of securing the institution’s integrity.

Prominence.Prominence as a value is evidenced by social indicators and
consensus (Booth, 2004; Homans, 1974). For example,.$1éNews and World
Reportpublicizes annual rankings that shape the public’s perceptions about institution
reputations. Key individuals may place a great importance on moving their
institution to number one on the list. These individuals can promote changes to the
mission and goals by revamping the admissions policies, introducing selective
criteria, and raising the bar for faculty publications and research.

Emulating others.Organizations may be inclined to imitate an institution that
has a favorable reputation in the public eye (Booth, 2004, p. 13). A proprietary
school may desire to adopt protocols and model itself organizationally after a
prestigious collegiate institution. Emulation is a way of building institutional
standing in the higher education community. The stimulus is in observing and
learning from others whose actions are rewarded; and in whose presence people are
more likely to imitate (Homans, 1974).

Psychological Variables

Theorists generally viewed psychological values as encoded behaviors and

feelings that are openly exhibited through social exchanges and communication
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(Bennis et al., 1985). Individuals who seek situations or circumstances that cause
them to feel better about themselves are motivated by psychological (Bdoghard

& Pritchard, 1992). By nature, psychological values cause people to achieve highe
level rewards or outcomes than they previously possessed, if they believelthey w
experience a sense of satisfaction in the accomplished goal (Pinder, 2008). Rokeach
(1973) concluded that psychological values can be instrumental in influencing how
one behaves while seeking to achieve a goal.

Such values function as variables that compel an individual to pursue (or
refrain from) organizational change and influence others in social situatibese T
are three groups of psychological benefits that people commonly value:
connectedness, commitment and self-image.

Tendencies people and organizations have to bond, form alliances, cooperate
and associate informally are known as connectedness (Cameron et al., 2006).
Connectedness can provide support from others when striving to achieve institutional
objectives. Aspects of internal connectedness inaggdt de corpgnd group
cohesion.

Esprit de corpss aconcept that assumes organizational members share
similar experiences, knowledge, expertise, attitudes, goals, languadendanpt
Educational leaders val@sprit de corpdecause it gives members a sense of
“sticking together” (Cameron et al., 2006; Dessler, 1980). People feel attuned to the
goals of the organization, take pride in working there and, consequently, perform
better in their roles. They also experience feelings of essen#iatitinclusiveness, a

sense of importance and belonging when contributing to an organization’s venture

35



(Argyris, 1971; Dessler 1980). Individuals can be highly motivated to feel like a
valued member of an organization by contributing creative ideas and making others
feel as if they are benefiting; including ideas about organizational change.

Group cohesiois the merging of common goals that are mutually beneficial
and appealing to individuals and groups (Cameron et al., 2006; Dessler, 1980). Leeds
(as cited in Bennis et al., 1985) conceptualized cohesive groups as consisting of
highly motivated individuals who shared a common objective. The theorist explained
that groups become cohesive when individuals identify with a cause linked to values
shared by others in the group. Cohesive groups are sources of energy for
organizations. If wisely channeled, they are also capable of revitalimtitutional
goals such as changes in mission and programs.

The concept of commitmerg an emotional feeling individuals experience
when they are “psychologically dedicated” to organizations, they join a “clan” and
adopt the group’s “psychological contract” (Bennis et al., 1985; Schein, 2004; Weick,
2001). Aspects of commitment include involvement, loyalty and collectivism (Bass,
1990). Weick (2001) believed that commitment can affect the tasks individuals are
drawn to, and it is the underlying reason they are moved to plan for and realize their
goals. He also noted that organizations are filled with opportunities to employ the
value of commitment such as a decision one makes to commit resources to develop
new academic programs.

Employers often search for ways to build commitment in employees in order
to build reliable staff members who can be counted on in good and bad times.

Studies indicated that dedicated key decision-makers who perceive exiezatd to
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their institution are likely to place the interests of the organization befaretine
personal goals (Bass, 1990).

Kelman’s (as cited in Bennis et al., 1985) theory centered on variables that
influence an individual’s beliefs and ideologies. The theorist contended that two
social variables can activate organizational chaogmplianceandinternalization

Compliance.Compliance connotes an individual’s willingness to conform to
the orientations of another person or group (Bennis et al., 1985). One can be
motivated to comply if certain rewards are perceived. Alternatively, ogaesest
compliance if the outcome is perceived as negative.

The concept of internalization is a psychological variable that motivates
individuals to adopt and entrench new beliefs and behaviors (Kelman as cited in
Bennis et al., 1961; Cameron et al., 2006). The internalization variable can influence
those who assimilate a leader’s frame of reference that promisasisevesed on
fulfilling a successful organizational change endeavor. The concept of intetinaliza
does not assume that individuals relinquish their own values but it does connote a
realignment of the value schema. The concept also assumes an integrawgon of t
change agent’s values into another person’s value-system provided that the agent’
values are congruent with or demanded by the individual’s value schema (Kelman as
cited in Bennis et al., 1985).

Another set of psychological variables stem from in the concept of self-image.
Self-image is a sense of self or an assessment of one’s self. Threts atpelf-

image motivate individualsself-worth, trust and morale.
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Self-worthis the psychological benefit that emerges in organizations when
individuals feel a sense of pride and growth from achieving a goal. People who
possess self-worth exhibit behaviors that include feelings of essentrality a
inclusiveness, and high self-esteem (Argyris, 1971; Gilliland et al., 2003).
Organizational studies indicate that people having positive self-worth are more
optimistic about an institution’s mission, goals and well-being; furthermceareh
indicates that employees who are satisfied with themselves are moretjy®dnd
outperform their negative counterparts (Bass, 1990). A proprietary owner who
experiences a lag in staff performance may seek organizational changapns$o
shift staff and responsibilities.

Feelings of essentiality and inclusiveness are associated wittayhpeople
see themselves in relation to other esteemed members in an organization. llBssentia
and inclusiveness are aspects of self-worth that foster feelings of mgjargl unity
(Gilliland et al., 2003). Membership in a group or organization is typicallyddrm
when members develop emotional bonds based on common goals. Educational
leaders who seek organizational change value group unity because of its@bility
keep an institution intact (Kaufman, 1985).

Trustis a concept based on perceptions others have about an individual’s
credibility, honesty and character (Gilliland et al., 2003). Gaining the confidénce
colleagues and the public is a value stemming from the trust factor. Gilltlahd e
(2003) observed how certain values such as trust are fundamentally based in emotions
that arouse positive feelings or instincts. Leaders who seek confidencersfiothe

the organization are more likely to influence change. Alternatively, leadey are
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less convincing or secretive may induce negative associations in the mindg®f othe
in the organization. Proprietary schools are occasionally characterizechpsting

for profit margins and less concerned with student success (Kinser, 2004). A
proprietary owner may be motivated to establish trustworthy, colled&lanships

with other respected institutions by transforming the school to an accredited-degre
seeking college.

Morale is an aspect of self-image that is reflected in collective views of the
organization’s leadership, processes and accomplishments. When people perceive
barriers to institutional goals, they tend to become frustrated and continuous
frustration can lead to low morale (Leeds as cited in Bennis et al., 1985). By the
same token, when paths seem open and barrier-free, individuals will likelyezxqger
high morale (Dessler, 1980). When a proprietary owner senses that profit fevels a
dropping as a result of a drop in morale, the owner may seek organizational change as
a way to renew morale and improve profits.

Cultural and Ideological Variables

Theorists generally define cultural and ideological values as normative
behaviors involving personal meaning, symbols, practices and prevailing belief
systems. Both terms, cultural and ideological, connote the concept of shared belief
that provide an element of predictability to relationships and decisions that reduce
uncertainties in everyday organizational life (Masland, 1985; Tierney, 1989; Weick,
2001). Cultural and ideological values affect how people view and understand their

organizational environments.
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People in organizations collectively project their own meanings and
interpretations on something social theorists define as organizationablsyniiheir
values are represented in the way they interpret and reinterpret syantidisstorical
events, when they participate in organizational rituals and sagas, and resense a
of identity and purpose (Masland,1985; Tierney, 1989).

When key decision-makers are driven to change the unwritten cultural rules,
their cultural/ideological values lead them to seek changes in organiz&tebiesd
and norms. In doing so, their own values operate as the variables that may cause
them to influence others in believing that the organization would be better off with
such change (Masland,1985; Weick, 2001). The three kinds of cultural/ideological
values that are commonly sought are: maintenance of institutional identity,
conformity with institutional ideologies and identification through instoal sagas.

Institutional identity The type of “personality” or character an organization
projects defines an organization’s identity. Like human beings, some atamiz
have more distinctive personalities than others (Fekete, 2003). Organizational
identity is a reflection of an organization’s underlying values and those of its
members (Bass, 1990). Dutch scholar Arie de Geus (as cited in Fekete, 2003)
observed that the oldest thriving organizations in the world have a strong sense of
identity, among other traits. Organizations that have strong personalitees lctear
purpose and convey what they stand for in their fields. Postsecondary institutions
assume distinct identities based on the missions they commit to and they are

differentiated by the educational segments they represent, e.g. prgmataols
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typically have vocational training missions. A proprietary school owner may be
driven to change the organization’s corporate identity to one that is more scholasti

Institutional ideologies Ideologies are belief systems that cause some
individuals to relate strongly with other adherents; ideologies help people anderst
their environments and events, and help in conceptualizing predictions about possible
consequences (Ashkanasy, Wilderom & Peterson, 2000; Bennis et al., 1985). Some
theorists argue that institutional ideologies have the power to influencygsmt
organizational processes and power structures that emerge and can make
organizational change more or less successful (Ashkanasy et al., 2000). The owner of
a proprietary school that holds to practical ideologies of efficiency and prayibe
motivated to develop the kind of ideologies that are familiar to academic ioststut
The owner may be motivated to extend the institution’s lifespan and secure is futur
by calling for change that would transform the school into a college.

Institutional sagas.Culture guides organizations through symbolic meanings,
particularly through the telling and re-telling of stories or sagasqiyV2D01). Sagas
are a form of cultural symbolism evidenced by stories, habits and ritualsehat a
passed down throughout the life of an organization (Birnbaum,1988; Clark, 1986).
Sagas take on a meaning of their own because they help cement institutioes val
and relationships, and provide a sense of continuity and stability. Sagas also allow
proprietary school owners to reflect on and reinterpret critical turning paithg i
school’s history when contemplating a change in its mission and programsk Weic
(2001) pointed out that the decision to drop the attack on Cuba during the Cuban

missile crisis was influenced by Robert F. Kennedy who recalled tekath Pearl
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Harbor by portraying Cuba as Pearl Harbor and the U.S. as Japan. Thus, issues and
organizational change can be influenced by the institutional sagas variable.
Variables Identified in Organizational Change Theories

Lawrence and Nohria (2002) proposed a framework for analyzing forces that
influence individuals, groups and organizations to take action and initiate change.
The theory suggests that choices people make are likely influenced by fosrtbave
are hard-wired in human brains and play out in everyday work settings. The four
drives are:

1. To acquire — The need to accumulate material goods, economic wealth,
life experiences, resources and status.

2. To bond — The need to build social networks and form commitments;
driven by one’s yearning for a sense of belonging, to feel accepted and
interact with another human being.

3. To learn — The desire to search for answers brought on by a sense of
curiosity or the need to rationalize.

4. To secure - The feeling of protectiveness towards one’s self and loved
ones. Security drives an organization to reinforce its identity and strengths
through the retelling of stories and beliefs.

To test their assertions, the theorists examined successful transforriaions
took place in well known corporations against their framework. In doing so, they
described how any combination of two drives may motivate people to take on certain
behaviors that support or resist organizational change. The theorists conclude by
calling on researchers to test the framework and corporations to adopt thermodel

order to find ways of overcoming stagnant cycles and improving chances for

successful change initiatives.
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A review of the Lawrence and Nohria (2002) theory identified four sets of
variables: economic, social, psychological and cultural/ideological. Economic
variables (sources of income and uses) are described as the drive to fatapgial
wealth. Social variables (status, prestige and reputation) are idengifiectas that
drive the need to acquire prominence. Psychological variables (commitment, trus
connections, self-worth, morale) are defined as the drive to bond.
Cultural/ideological variables (institutional ideologies, identities ands3aga
inferred in the description of the bonding and learning drives. One other
psychological variable (security) was noted under the learning drive.

Missing from the four-drive theory were two sets of variables that were
discussed earlier in this review: human resources (access to new,tbdtat s
markets and improve quality of faculty and staff); and political variabmsr¢es of
expert, referent and legitimate power).

Maierhofer, Kabanoff and Griffin (2001) reviewed organizational change
literature and developed an untested framework for understanding why and when
values become important to organizations. The theorists believed that the virtue of
this model was its focus on the important role values play in organizational change
and its ability to identify an individual's propensity for change and coping cépesbil
of individuals and groups. The theory defined values as motives that may possibly
influence individuals, groups and organizations to seek change. The theory was
based on two assumptions: 1) values exist in three levels of organizations including

individuals, groups and the entire organization, and 2) values can influence behaviors
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at each level during periods of acquisition, organizational maintenance and change
(Maierhofer et. al, 2001). The phases of this model were identified as follows:

1. Acquisition Phase — Individuals, who first enter an organization, are likely to
modify their values to fit in with coworkers. Groups tend to have diverse
values when they are first forming. Organizational values are fitst@ded
when a company or institution is established.

2. Maintenance Phase — Individuals are likely to perform in a more consistent
manner during phases of organizational stability. Group values are more
congruent during these periods, uncertainty is minimized and team interaction
is enhanced. Organizational culture represents the shared value system of
individuals, groups and organization. During the stable periods, organizations
reinforce their cultural values and beliefs.

3. Change - Individual values can motivate support or influence resistance to
change initiatives. These values can also predispose one to initiate
organizational change. Group values can influence consensus regarding the
endorsement or objection to organizational change. At the organizational
level, strong, cohesive cultural values increase the likelihood of gathering
support for change.

Two sets of variables were noted during the review of this theory:
psychological variables and cultural/ideological variables. The psychalogi
variables (commitment, trust, connections, self-worth, morale) were evidengam
all three phases and all three levels. The cultural/ideological variatgasitional
ideologies, identities and sagas) were more explicit in the theory’s ptestri
Missing from the theory were four sets of variables: economic, human resource
political and social variables.

Nadler and Tushman (1989) developed a “congruence” theory which assisted
in diagnosing organizational problems and identified areas that were out ohsymc |
organization. The assumption was that the more congruent an organization’s internal

systems are with its environment, the more productive it will likely be. Theytheor

was based on the “open systems” concept which viewed organizations asiimgeract
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with their environments through systems of inputs and outputs. Inputs consist of four
forces that shape an organization such as market demands, external resources,
organizational histories and strategies (Nadler & Tushman, 1989). The first two
reflect on the organization’s industry while the latter two evolve over time.
Environmental inputs pertain to factors in the industry in which the organization is
competing. Resource inputs are tangible factors (finances, buildings, technical
equipment, skilled staff members, raw material) and intangible factoeti€ctual
properties, company logos). History influences policies and behaviors among
employees, and how the organization responds to a crisis. Strategy inputs are the
decision-making processes that determine the most optimal way of utilizing
organizational resources.

The four outputs included organizational effectiveness, group actions,
interactions between groups, and individual actions and effects (Nadler & Tushma
1989). The effectiveness output referred to how well the organization is achieving its
goals, making use of its resources, and adapting to its changing environment. The
latter three outputs were related to behaviors such as work performance, andlhow
individuals or groups communicate and negotiate.

The inputs and outputs were presumed to be operating variables that
influenced stability or change in an organization. Inputs become influential when
they are internalized and convert into outputs or products. This takes place through a
process known as “transformation” (Nadler & Tushman, 1989). Transformation
occurs through an interaction of four organizational components: task component,

individual component, organizational arrangements and the informal organization
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(Nadler & Tushman, 1989). Task components are defined in job descriptions, skills
and information needed to perform the job, and the extent to which one depends on
others (or others depend upon) to complete the task. Individual components are
unique qualities people bring to their positions including skills, education and
personality. Organizational arrangements were described as foenaamsms
controlled by management that exist in an organization’s structure, designd rew
systems and line of authority (Nadler & Tushman, 1989). The informal organization
is the social system where individuals and groups interact, informal rules are
recognized and information networks exist.

The theorists asserted that by measuring the fit between inputs and the
transformation components, leaders can identify inconsistencies in organizations a
make improvements. For example, a lack of congruency between the strategy input
and structure (organizational arrangement) component may explain a drop in
productivity. A high level of congruency may also indicate that the organizatson ha
become resistant to change or external inputs (Nadler & Tushman, 1989).

Three sets of variables were identified in the review of the theory. Taey ar
economic variables (sources and uses of funds), human resources variables (improve
quality of staff), and cultural/ideological variables (institution identdgplogies and
sagas). Missing from the theory were three other sets: politicablesizocial
variables and psychological variables.

Tichy (1983) developed the technical, political, cultural (TPC) theory. TPC is
a strategic change model that serves as diagnostic tool for understartting an

leveraging changes in an organization. The theorists employed a metaphop®f a r
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which represents organizational life. Just as ropes are made of tightly warets st

that can be tightened or unraveled, so are organizations composed of systears that ¢
be strengthened and loosened. Three woven strands in a rope symbolize three
organizational systems: technical, political and cultural systems. dinadel

strand consists of tools such as data and research for analyzing problenagemssoc
with productivity and output. The political strand signifies sources power which
individuals, groups and organizations value, compete for and distribute like a
resource. The cultural strand suggests shared values, norms and collectives schema
that influence individuals to link with the organization. In this way, the strands or
systems are capable of being tweaked by flipping any of nine theoreticaige

levers:” external environment (input); mission; strategy, recruiting stifiggadhe
mission/strategy process; tasks; formal organizational structuregdatite processes
(decision-making, communicating); key individuals in the organization; and iaform
organizational structure.

The TPC theory identified two sets of variables, political variables (sswfc
expert, referent and legitimate power) and cultural/ideological vari@hkgutional
ideologies, identities and sagas). Missing from the theory were four setsaifles:
economic, human resources, social and psychological variables. It should be noted
that Tichy (1983) admitted to inadvertently omitting the psychological agpéut i
theory (Burke, 2008).

Organizational change theorists Bennis, Benne and Chin (1985), reviewed a
number of planned change models and, through their review, identified variables of

organizational change. The theorists developed a broad conceptual framework for
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examining strategies (or variables) that bring about change. Each oétnes

differed with respect to the types of variables employed. The followswgrgstions
guided their review: 1) individuals or groups often seek to achieve their values
through social exchange processes; 2) change is generally influencecbiviaiual

or group of people who foresee opportunities that align with their interests or goals of
the organization; and 3) change is more likely to be adopted if the proposing
individual or group can convince others of the benefits. The authors sorted the
theories into three categories:

1. Empirical-Rational — Strategies that are driven by basic research,
personnel selection, expertise, consultants, data gathering and analysis,
creative thinking, and effective communication.

2. Normative-Reeducative — Strategies that are socially driven byingsa
norms and normative culture. Individuals or groups are guided by their
perceptual orientations and values. People actively pursue their values
and influence change through social transactions. Change may require
reeducating others in the organization and adopting new norms, values and
attitudes. Human resources and cultural/ideological variables were
identified in this group. Theorists include Leeds, McLelland, Kelman,
Blake and Mouton (as cited in Bennis et al., 1985).

3. Power-Coercive — Strategies based on uses and sources of political and
economic power. Economic and political variables are associated with
this group.

The empirical-rational perspective was found to be the most prevalent in
government and higher education institutions (Bennis et al., 1985) because the
strategies are knowledge-based. These organizations also have a high regard for
human resources and expertise. The normative-reeducative was also commonly

identified in people-oriented organizations. The power-coercive group offered

methods for influencing change through sources of political power.
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Leeds (as cited in Bennis et al., 1985) developed a management theory for
changing the direction of “maverick groups” that occasionally emerge in
organizations. By manipulating certain symbolic rewards, the organizational
hierarchy may channel their energies in a more constructive manneruthbe a
suggested measuring probabilities for successful organizational chaligeiiy
group values with the hierarchy’s range of willingness to accept their values. To
analyze this relationship, Leeds recommended administering a surve\etmaires
the forcefulness a group cause may have, determining if the leader has thalgotent
influence changes to policy, mission or goals, weighing group values in coajuncti
with the hierarchy’s values, deciding on the degree of weakness that man éxést i
organization, and establishing organizational stabilizing mechanisms.

Only one variable was identified, cultural/ideological variablegifutsnal
identity and ideologies). Variables that were missing include economicphhuma
resources, political, social and psychological.

McClelland (as cited in Bennis et al., 1985) researched ways of motivating
individuals to lead organizational change initiatives by leveraging their valtes
theory followed that, if provided with an incentive that represents organizational
success, an individual may take on the role of a change agent and influence others to
support a change initiative. In order for an incentive to be effective and to give
organizational change substance and meaning, it must be associated with an
individual's thoughts and actions. The assumption is that the change agent will

communicate more effectively with others in the organization and influence them t
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adopt the change goal. The change agent is rewarded in the form of respect and trust
from coworkers in the organization which exemplify psychological variables.

A review of the theory identified change strategies that relate thqieyggcal
variables (commitment, connectedness, self-worth and trust). Other vanainées
missing: economic, human resources, political, social and cultural/idedlogica
variables.

Kelman (as cited in Bennis et al., 1985) studied how underlying beliefs and
ideologies are changed through social interaction. The theorist contendiulebat
processes activate change: compliance, identification and internalizatchwiduials
who value conformity are more easily influenced by others (psychological
compliance variable). Those who associate with groups that define or improve their
images value identification (social status variable); and those who beliauge will
bring rewards that fit with their ideologies value internalization (psychcdbgi
commitment variable). Missing from the theory were four variablesnaguoiz,
human resources, political and cultural/ideological.

Bennis et al. (1985) discussed how political power can be employed as a
strategy or variable of planned organizational change. The authors asseértieel tha
strategic deployment of political power is a mechanism for obtaining camplia
from others having less power. They explained that strategic leveragiogtfal
power to influence change depends on the sources and uses of power. In the same
discussion, the authors also noted that some organizations manipulate economic

values, like political power variables, in order to sanction those who resist change.
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The framework included political variables and, to a lesser extent, economic
variables. The human resources, social, psychological and cultural/ideologiieal w
not identified.

Limited Value Sets in Organizational Change Theory Literature

Surprisingly, the literature found the variables in most studies to be narrowly
defined with little insight on how multiple variables function to motivate
organizational change. The review found no single theory that examined a
comprehensive set of change variables. Furthermore, organizational changsconce
varied, many lacked comprehensive data on multiple sets of values, and few
identified specific variables that influence social processes of oegemmal change.

Some theories focused on issues related to corporations, examining changes to
organizational structures, or offering methods for diagnosing problems (Kateier, S
& Jick, 1992). Other theorists were concerned with restoring continuity and
steadiness in organizations as opposed to creating change (Burke, 2008). To fully
comprehend the dynamics of change variables and to understand how they influence
individuals through social exchange processes, it became essential to look beyond the
organizational structure (Bennis et al., 1985). Although a smaller body of
organizational change literature was related to higher education, manygtdrie
not identify potential change variables, lacked an examination of patterns of
relationships among the variables, and lacked findings that were contexicsegifi
social exchange process (Bennis et al., 1985; Burke, 2008; Svyantek & Brown, 2000).

Today, the Bennis et al. (1985) review of organizational change theory still

holds true: “No viable theory of ... change has been established” (p. 64); and current
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studies that attempt to examine variables of change are still limited in Stz
planned change theories attempted to explain how organizations should function or
improve, rather than focusing on the exchange process and the values people
negotiate (Bennis et al., 1985; Bolman & Deal, 1984; Burke, 2008). The authors
claimed that most theories appear to be “theoretical orphans” and concluded their
review by calling on researchers to consider a basic principle for devebbping
theoretical framework of organizational change: an organizational chamgg the
must include “manipulable variables - accessible levers for influencingjréetion,
tempo, and quality of change and improvement” (Bennis et al., 1985, p. 64).

These same observations were reiterated by current organizationgeé chan
theorists such as Burke (2008): “Organization change theory barely excstsea
must therefore seek other theories that may begin to inform us in such a way that in a
decade or so, a clearer and more definitive theory about organizational peasge
will emerge” (p. 121). In the same discussion, Burke (2008) praised Bennis et al.
(1985) as classic theorists whose framework remains the most comprehensive
perspective ever considered. To prove his claim, this researcher conductdzhasdata
search of journal articles containing citations referencing the Benhalis(€985)
framework. The search found a total of 185 citations in the social sciences index
alone since the 1980’s through 1987, with the most frequent citations occurring since
the 1997 to present day. The value of the authors’ analysis lies in the fact that they
identified a wider range of factors that influence change.

As noted earlier, the literature confirms that organizational changeast a

field of study and often elusive in terms of theory. The literature also nmstdeng
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case for researching how organizational change variables influenceluads/within

the context of social exchange processes. In view of these findings and in keeping
with the principles of the Bennis et al. (1985) review, this study proposed a
framework for analyzing six sets variables as described in the follseictgpn.

Based on a broad review of the literature, this study identified six sets of
values that are commonly sought: economic benefits, human resources, political
benefits, social benefits, psychological benefits, cultural/ideologictdrereees and
human resources. Additionally, 33 different organizational change variables wer
gleaned for purposes of developing a comprehensive set of values/variables.
Validated by the findings, this study determined whether these variabledqu a
more complete explanation of organizational change than current theories; and
whether the study’s theoretical framework would be useful to those contemplating

organizational change in a postsecondary institution.
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Chapter 3: Research Design and Methodology

Research Design

The purpose of this case study design was to search for and identify values
that people in the institution sought through examining social exchange processes
within the institution and between it and its external constituencies. Thydateof
values were analyzed and validated against a theoretical framewbge tigaated
new insights into organizational change. In doing so, this study employed rehesea
design that was bounded by a three-year time frame from 1998 through 2001. This
was the period of time during which the change process took place at the former
proprietary school, TESST Institute of Technology (TESST).

A set of assumptions described the researcher’s orientation and provided the
framework for the study’s chief components: theories, research questiondiaybsi
guestions and issues (Merriam, 1998). The first two assumptions of this study
centered on the researcher’s concept of variables that operated to influence
organizational change processes. The last two assumptions involved the concept of
social exchange processes in which variables operated to influence change. The
assumptions helped shape and define four sets of questions concerning variables of
organizational change and social exchange processes.

Research Questions

As Creswell (2009) suggested, case study design requires the researcher to
posit questions based on assumptions as opposed to hypotheses and statistical tests
that are more appropriate for quantitative studies. ré&earch questions followed

from the assumptions. The first two sets of research questions explored and revealed
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variables that were presumed to have influenced individuals to seek organizational
change at TESST. The last two questions helped to examine social processes
whereby values presumably were negotiated among individuals.

The first two research questions listed in Table 2 (page 59) sought to identify
the variables that were presumed to have potentially influenced the change in
mission. The gquestions however, also attempted to ider@viyvariabledeyond
those initially identified in Table 1. Participants were expected to provideaatt
their own perspectives and values that motivated them to seek change. Each variable
was further examined and linked back to its corresponding assumption.

The four assumptions, the research questions and the variables that were
explored through the questions are described below:

Assumption 1. The values that are sought when making a change include economic,
human, political, social, psychological, and cultural and ideological factors.

Research Question 1. What concerns about TESST’s environment and its internal
circumstances led it to seek becoming a degree-granting institution?

a) Were there any environmental trends and pressures that affected SESST’

decision to become a degree-granting institution?

b) What were the internal circumstances that suggested the need for the

organizational change?

This line of questioning intended to capture information on external and
internal factors that may have existed at the time and motivated individulaés in t
institution to seek organizational change. For example, a downswing in the economy

was believed to be an external force that motivates individuals to consider cost
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reduction strategies or to create programs to broaden the student marketreaski
profits.
Assumption 2: The factors that motivated making the change were thoughttteincl
the search for:
a) economic resources for obtaining goods and services
b) human resources for maintaining quality staff, faculty and students
c) political resources that provide power to influence decisions
d) social resources to improve the institution’s and its staffs’ standing in
society
e) psychological resources to enable staff to feel better about themselves
f.) cultural and ideological identity that affects how people view and interpre
their environments
Research Question 2: What were the organizational and individual benefits
envisioned by those seeking the change?
a) economic benefits
b) human resource benefits
c) political benefits
d) social benefits
e) psychological benefits
f) cultural and ideological benefits
The question helped explore and identify variables (or combinations of

variables) that operated to influence the organizational change prod&sS&t. All
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six sets of variables were examined as motivating factors. The researolamed

open to discovering other variables not previously considered.

Assumption 3: The processes by which changes are pursued can affect thesutcome
Research Question 3¥hat was the nature of the processes employed for bringing
about the organizational change?

a) What features of these processes helped most in achieving its intended

outcomes?

b) Which ones were not helpful or impeded by the effort?

The research question helped the researcher examine the context and nature of
the social relationships and exchange processes, e.g. collegial, structured,
unstructured, open, closed, exclusive, formal, informal or other.

Assumption 4. Organizational change takes place through social exchangs@soce
with bargaining over the values identified as the six sets of change variables.
Research Question 4. Did the processes employed to bring about organizational
change exhibit the characteristics of a social exchange process?

The question attempted to understand the kinds of social interactions that took
place during the organizational change. Processes such as bartering,dradin
collaborating or other interactions were believed to have been commonly employed i

social processes. Table 2 below provides an overview of the study’s reseagoh desi
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Table 2. Research Design

Theoretical
Assumptions

Research
Questions

Variables

Sources of
Data

1. The values that are sought
when making a change include
economic, human, political,
social, psychological and cultural
and ideological factors.

1. What concerns about TESST's
environment and its internal
circumstances led it to seek
becoming a degree-granting
institution?

a) Were there any environmental

trends and pressures that affected

TESST's decision to become a
degree-granting institution?

b) What were the internal
circumstances that suggested the

need for the organizational change?

Economic concerns
Political concerns

Human Resource concerns
Social Resource concerns
Psychological concerns

Cultural/ldeological concerns

Perceptions of key
individuals

Internal memos

Board of Trustee agenda
and minutes

School enroliment reports
Market studies
Accreditation documents

Commission regulations,
policies, agenda, minutes

Commission reports, data

State labor/workforce
database

Journals, news articles

2. The factors that motivated
making the change would includg
seeking:

a) economic resources for
obtaining goods and services

b) human resources for
maintaining quality staff, faculty
and students

c) political resources that provide
power to influence decisions

d) social resources to improve th
institution’s and its staffs’
standing in society

e) psychological resources to
enable staff to feel better about
themselves

f) cultural and ideological identity
that affects how people view and
interpret their environments

2. What were the organizational and

individual benefits envisioned by
those seeking the change?

a) economic benefits

b) human resource benefits
c) political benefits

d) social benefits

e) psychological benefits

)

f) cultural and ideological benefits

Economic

Human Resources
Political

Social

Psychological

Cultural and Ideological

Others not yet identified

Perceptions of key
individuals

Other documents

3. The processes by which
changes are pursued can affect t
outcomes and are expected to
reveal social exchange processe

Change process:
he3. What was the nature of the

processes employed for bringing
5. about the organizational change?

a) What features of these processeg
helped most in achieving its intende

outcomes?

b) Which ones were not helpful or
impeded by the effort?

Timeframe

Participants & extent of
participation

Principal activities

Nature and extent of
communication or process

Strengths and weaknesses of
process

Perceptions of key
individuals

Information about social
networks, memberships,
associations, organizations
Trustee minutes

Memos

Meeting minutes

Internal documents

4. Organizational change takes
place through social exchange
processes with bargaining over t
values identified as the six sets 0
change variables.

Social exchange:
4. Did the processes employed to

ebring about organizational change

f exhibit the characteristics of a socia

exchange process?

Evidence of negotiation, trade
barter, exchange among
participants in the change

Perceptions of key
individuals

Documents
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Research Methodology

The purpose of this study was to search for and identify values that influenced
people at TESST Institute of Technology (TESST) to seek an organizationaéchang
through examining social exchange processes within the institution and between it
and its external constituencies. In order to accomplish this goal, the stuahyedpl
descriptive methodology and strategies that are common in the case atlittyntr
Rationale

This investigation called for the following research activities: ljnexa
selected sets of variables of organizational change, 2) determine iialysia of the
variables provides a more powerful explanation of organizational change than current
theories; and 3) seek other variables that were not identified in the liteeatiew.r
The means of achieving these objectives involved methodologies that are common to
the case study tradition: interviewing participants who experiencedhange
process, examining documents, and interpretive (inference) analysigjtexni

These methodologies allowed the researcher to make sense of the role the
value variables played in the context of social interactions that were assuheact
influenced organizational change decisions. The case study approach endghasize
methodical analysis of factors under contextual conditions and the understanding of
complex relationships that took place (Stake, 1995; Yin, 2003). The research
methodology also favored the development of a theoretical framework because single
existing theories proved limiting to the study. Case study research clfore
incorporation of “areas of information where limited research has been conducted ...

and formed a database for future comparison and theory building” (Yin, 2003, p. 38).
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This study intended to understand, describe and explain an area where limited
research has been conducted rather than test a hypothesis (Maxwell, 1986nMer
1998; Miles & Huberman, 1994; Yin, 2003).

This exploratory case study strategy also held open the possibility of
discovering evidence of new variables. The probability of discovering variaities
previously considered was increased by the number of individuals interviewed. Each
individual was expected to have a different perspective on the same event. The case
study involved emergent and flexible strategies that were capableohd#sg to
changing conditions of the study in progress (Merriam, 1998). Document analysis
and interviews were two case study methodologies that helped build multiplessourc
of data that were further analyzed and related directly back to the assumptions
(Creswell, 2009; Yin, 2003).

Yin (2003, p. 5) advised novice researchers to fulfill three conditions when
making a decision to employ case study techniques: 1) the research questions should
be “exploratory” in nature; 2) the researcher must be ready to relinquisblcmrer
behavioral events during the course of the research; and 3) the researclier shoul
focus on contemporary events. The first condition of case study research required the
researcher to posit “what” questions as a way to explore and discover relevant
information. Case studies commonly formulate “what” or open-ended research
guestions (Yin, 2003). This study explored organizational phenomena (the “what”)
as opposed to investigating “how many” or “how much.” Such questioning would

have been more suited to quantitative studies.
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The second condition required that no aspect of the study should control the
natural environment. This study presumed there would be no interference during the
site visits and interviews with participants. The researcher did not imposegesol
or impart preconceived notions. The goal was to “learn from the participantg’ dire
observations” of the change process being studied, collect primary sources of
documentation, and detail the events as witnessed firsthand by as many persons
involved as possible (Yin, 2003, p. 8). To this end, the researcher presumed the
existence of a natural “field setting” where social experiments or pher@ome
naturally emerged during the organizational change process.

The third condition required the analysis of a contemporary event. Although
the organizational change process took place six years ago, it remained contemporar
in the sense that the participants were the primary sources of data. Ayntdjtré
participants were still affiliated with the institution and indicated arrestan being
interviewed.

In summary, case study methodology was appropriate for the following
reasons: 1) the study focused on organizational change phenomena; 2) the study was
clearly bounded by time; 3) the study relied on multiple personal experiamtes a
perspectives of individuals; 4) the study explored, identified and described ngeaning
and themes drawn from multiple sources of information; 5) the study of variades w
situated within the context of social exchange processes; and 6) the studymes

on theoretical assumptions.
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Single-Site Case Study

Although TESST is comprised of multiple campuses, this study regards
TESST as a single institution having three different locations in Marylangfone,
TESST will be treated as a single unit of analysis. Yin (2003) recommended
employing single-case design rather than a “multiple-site” stutgnvthe study
represents a unique case. The methodology chosen for this study is known as “single-
case” design. The rationale for employing this design was based on a “unique”
organizational change that took place at TESST.

As explained in the following discussion on site selection, it was and still is
most unusual for postsecondary institutions in Maryland to depart from their original
missions and goals; but it is even more unusual for a proprietary school to transform
its mission, programs and status to that of a degree-granting institution.

Selection of Site

The site for this research was TESST College of Technology (TESST
College), formerly TESST Electronics School (TESST or school). Thetisglavas
based on a sampling of private career school files at the Maryland Highetieduc
Commission (MHEC) against the following criteria:

1) must meet the State of Maryland’s legal definition of a private carkeolsas
follows:
A private career school is a privately owned and operated institution of
postsecondary education, that offers programs for the purpose of training,
retraining, or upgrading individuals for gainful employment as skilled or
semiskilled workers or technicians in recognized occupations or in new and
emerging occupations; they are privately owned non-collegiate irmtsihat
offer training in dozens of fields ranging from cosmetology to allied hesdthge

schools also prepare students professional licensure examinations (Education
Article, Title 10, 2008).
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2) must have undertaken a unigue organizational change defined in this study as a
major alteration of or departure from an institution’s original mission andrrole
higher education; and

3) must have undertaken a change initiative within the last ten years.

TESST met the first criterion because it remained classified agadepcareer
school by MHEC from 1967 until it became a degree-granting institution in 2001
(MHEC, 1967; 2001). Other than occasional updates to its programs, TESST never
deviated from its original mission and continued to focus on electronics training.

MHEC's records found that traditional public and private non-profit
institutions in Maryland rarely change their missions and roles unlasktem
mandates change as in the late 1980’s during the reorganization of higher education
in Maryland (MHEC, 1980-1989). The private career school files revealed the
opposite, that organizational change was and still is commonplace among prpprieta
schools in Maryland. Although the number of proprietary schools remained relatively
constant over the years, the nature of the industry causes continuous change such as
ownership, corporate acquisitions and program offerings, e.g. for every new school
that opened each year, just as many closed (MHEC, 1980-1999). The average
organizational lifespan of a profit-driven school is approximately five y&ansér,

2006). Furthermore, it was extremely rare for a proprietary school to crossover int

the collegiate sector of postsecondary education (MHEC, 1997).

TESST's long history of organizational stability stood out in contrast to the
ever-changing training school industry. Its mission remained intact \akile t

programs evolved from heating and cooling to computer training. The organization
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itself remained relatively stable in terms of ownership, faculty and atadf

enrollments throughout the 1990’s. According to MHEC records, the institution had

become a successful model for other new proprietary schools (MHEC, 1980-1999).
TESST alteration of its mission and programs to that of a degree-granting

college in 2001 met the study’s second criterion for site selection. The thirdbariter

was met by virtue of the timing of the event.

Data Collection Process

Data was collected in two ways: 1) institutional documents; and 2) semi-
structured interviews with staff, faculty members and trustees whoipat#d in the
change process. The data collection methods for this study were guided by the
following authorities: Yin’s (2003) principles of data collection, Merriamd@9@8)
interview guidelines and Stake’s (1995) data analysis strategies.

Data that was ultimately considered relevant became part of the sthdyis c
of evidence (Yin, 2003). The study’s data collection process served as a means of
recording activities that the researcher was unable to observe firstichnobas-
checked with data generated from the interview process (Stake, 1995).

A significant amount of time was devoted to a thorough and systematic review
of the institution’s documents, especially those that preceded the decisiorate initi
change between 1998 and 2001. The objectives of data collection were: 1) obtain
“multiple sources of evidence (Yin, 2003, p. 97); 2) enhance the construct validity
and reliability of study’s research design; and 3) address the studsésales
guestions on variables and the social exchange process. To accomplish these

objectives, the researcher examined various documents at TESST’s main campus i
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Beltsville, MD which houses the institution’s records and at MHEC where the
institution’s historical records are retained.

Although a significant amount of time was devoted to a thorough and
systematic review of the documents, the researcher did not rely on a docuatnt’s f
value, nor was swayed by underlying biases or read too much into a document.
Individuals who produced the documents did not prove to have particular motives in
mind. The nature of each document was evaluated on the basis of its relevancy to the
study’s research questions (Yin, 2003).

Important to this study were documents that described the purpose of, the
need for and benefits (or negatives) of proposed changes to TESST’s mission and
status, particularly those that were employed as influencing sestethe following
documents were reviewed in order to gather evidence of existing variabgsygistr
planning documents, speeches and announcements; minutes of staff, faculty and
trustee meetings; newspaper and journal articles; institutional pphtigsion
statement, logos and earlier catalogs; and the institution’s accrau@#agociation
records. Internal reports and memos that chronicled the change initiative provided
insight on the variables relevant to the research questions. Other data sources
included annual reports, enrollment reports, marketing research, financialetdsuym
organizational charts, and lists of officials, faculty and staff members.

MHEC was another viable source for obtaining data. The agency holds
historical files for the State’s postsecondary institutions including TESSST’
institutional file, the original 1999 proposal application to change its mission and

status, and the subsequent MHEC team report. These documents were examined in
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conjunction with evidence of factors of change. Data generated from documents
pertaining to the State’s political and economic climate at the time provigesl ¢
about environmental trends and internal organizational change factors. Ogher dat
derived from reports included: MHEC sector reports; changes in State i@glat
that affected the sector; TESST’s accountability and compliance rejuatscial
reports; and regional workforce/labor reports.

Of significant importance was data that ascertained social actiarttes
relationships that made it possible for key individuals to communicate and exchange
their values such as bargaining, values conflicts, persuasion, exeraigharty,
quid pro quosetc. Documents that yielded data on the social context in which the
variables were strategically employed to influence the decision to e A&gST
were sought and analyzed.

Other kinds of data included internal or external meetings held with
individuals seeking something of value through social exchange processes such as
constituents, legislators, accreditation representatives, governmerdlgffand other
affiliations. Other documents included those that described the types of méwsdings
were held, who initiated the meetings, who participated in the discussions and the
issues that were debated. Evidence was generated on the kinds of negotiation
processes that took place such as bartering, compromises, concessions, &nstraint
and promises made in exchange for organizational change. These documents
provided detail on the internal and external circumstances of meetings such as
minutes, follow up memos, letters, descriptions of discussions held, and meeting

dates.
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A letter was sent to TESST’s current president in advance of the site visits to
request access to the institution’s documents related to the change iratidhige
Beltsville campus. The request included a list of the documents of interest, an offic
to conduct research on the campus premises and secured storage of the documents in
a reserved room. Document review was scheduled in advance of the interview stage.
The researcher revisited the items periodically during the data cotiguticess.

Another document collection strategy was the researcher’s daily journalcof fi
experiences. The notes included reflections, ideas, observations and recollections of
informal meetings with staff. Journal entries were transcribed andcatdyduring

the data analysis process. All documents were logged according to the cathrg m
(Appendix B) and cross-referenced with a chronology of events (Appendix D) that
took place during the organizational change between 1998 and 2001 at TESST.

The study engaged in personal interviews in order to gather data that
addressed the research questions relevant to the change variables and song¢ excha
processes. Note-taking, tape recordings and transcripts were the priezery of
collecting data based on personal interviews. The study examined the notes and
transcripts for evidence of variables that were not previously considered in the
literature review.

Three kinds of interview formats were considered for this study: unstructured
interviews are free-flowing conversations that elicited emergingdwamispectives
among the participants; highly structured interviews are like questioanhateelicit
orderly sets of information; and semi-structured interviews combine bothitypes

order to elicit specific information as well as new ideas (Merriam, 1998). Uity st
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design and open-ended “what” research questions favored the semi-structured
interview approach. This method helped the researcher explore sets of varaables f
the perspective of those who participated in the organizational change process.
Additionally, the semi-structured interview method searched for and reveale
variables that this study had not considered.

Interview Questions

In preparation for the interview sessions with the participants, the researc
practiced the interview as scripted in Appendix A with three coworkers and tw
colleagues employed in higher education positions. As a result, the questions were
edited and refined in order to ensure that they were comprehensible to the
participants.

The interview questions described in Appendix A were discussed during the
course of interviews with the participants. The questions were designedtto eli
information linked to the study’s research questions, to confirm information, to build
further evidence and increase the researcher’s clarity regandimipénomenon. The
study’s interview questions consisted of three varieties, each servingramkiff
purpose: general, semi-structured and probing.

General, unstructured kinds of interview questions were posited at the
beginning of the interview session which opened up dialogue with the participant.
General questions helped make the participant feel at ease and provided the
researcher insight on the participant’s orientation to the world in which s/he
functioned (Merriam, 1998). The majority of questions presented to the participants

directed their focus on the variables and the social processes that took place at
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TESST. The structured questions were more poignant, struck a chord centered on the
participants’ values and produced rich descriptions about the context in which the
variables operated. Probing questions asked the participant to provide further details
about the variables and social processes, facts or examples about informatezh elic
from the structured questions. Probing questions also helped ascertain theexistenc
of new variables not considered in the study. Every effort was made to eliminate
unproductive questions such as those that could lead to “yes” or “no” answers
(Merriam, 1998). Each question was directly linked to the research questions in the
study’s design.

Interview Process

The goal of the study’s interview process was to generate richtascdata
linked to the study’s purpose and research questions. To achieve this goal, the
researcher employed a three-step plan in conducting the interview process: 1)
selected participants; 2) defined the research relationship; and 3) esththisshe
researcher’s role in the study.

Selection oparticipants. A total of 11 key individuals were employed at
TESST prior to the period of January, 1998 through June, 2001. Most had some
involvement in the organizational change processes and the researcher planned to
invite all 11 to participate in the interviews. Six people agreed to participtte i
interview process (participants). They had direct knowledge of, and involvement in,
the transformation process; and they held recollections and first hand expgerience
pertaining to the research questions. Participants were recruited BE8&iTTand

elsewhere as most had moved into leadership positions in other organizations. The
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researcher expected the prospective participants to provide rich descefgioé s
data concerning variables and social exchange processes.

TESST's former president and former vice president played key roles in
leading the initiative to change the institution’s mission and programs. As former
TESST owners their recollections, insights and experiences geneliatadypatata
on the motivating variables and social exchange processes. They offered valuable
information about the organization’s culture, leadership and values.

Another participant, TESST’s current president, was a mid-level manager
(education director) at the time. This individual provided a valuable perspestve a
internal player of organizational change and an observer of those who led the change
initiative. A former campus director is currently a president of another tethnic
college in Maryland. This person was very knowledgeable about the social exchange
processes that took place. A former administrative director is currentbgialgnt of
a for-profit college in another state. The participant provided insight on the
organizational transformation process that was pertinent to this study. These
participants offered descriptions of rewards, obstacles and trade-offsakgidce
during the social exchanges.

Those who had already been identified were asked for the names of other
individuals in who had knowledge of the transformation. Merriam’s (1998)
“snowballing” strategy allowed the researcher to identify a retiredraeplof the
Maryland Higher Education Commission (MHEC). Most of the interviews wete hel
at the participants’ offices where they are presently employed. nfareiew was

held via teleconference and another held in a quiet corner of a coffee shop. All
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meetings were scheduled in advance and organized around the participants’
schedules. Discussions were held individually, they were recorded and the
participants’ privacy was ensured.

Research relationshipsGiven the importance of research relationships, the
researcher first clarified the relationship with participants in the stiefined the
nature of the relationship and opened with informal conversation in order to build
rapport and trust (Merriam, 1998). The researcher developed excellent rapport with
the participants. As a result, the quality of data obtained from the interviews
ultimately improved the study.

The first phase entailed defining the nature of the relationship upon entering
the research site. Given that case study methodology calls for the hesé¢arc
become an instrument of the study, the researcher assumed a neutral, namitgreate
and objective presence throughout the fieldwork process. To accomplish this goal,
the researcher was sensitive to the views of participants, receptive to asywiae
non-judgmental (Creswell, 2009).

The second phase involved building confidence among the participants in
order to encourage free and thoughtful discussions during the interviews. This
technique improved the quality of data elicited during the sessions involving probing
interview questions. Much depended on the level of confidence the researcher had
established with the participants. To gain their confidence, the researthexdis
with great respect for what each individual had to say, and cultivated rapgddrust
among the participants. Throughout the process, the researcher kept in mind that, as

with most relationships, dealings with people are fragile and subject to ch&oge
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maintain the kind of relationships that were so valuable to this study, the researche
employed the principles described in following section on human subjects otecti

The researcher had already established relationships with certaiippais.

The nature of these relationships was professional, collegial, relaxed andynutual
respectful. Although good rapport and trust had been developed with the participants,
there was no assurance that they would want to share their perceptionsoré&heref

the researcher took great care to avoid creating impressions that coulecatenpl
research relationships. The researcher took every precaution to maintayn qual
research relationships that encouraged honesty and descriptive information without
hesitation on the part of the participant. As Maxwell (1996) suggested, the nesearc
developed the kind of rapport that produced the data needed for the study.

Phase three involved strategies that encouraged positive interactionsrbetwe
the participants and researcher, strategies that evoked dialogue theflecise,
descriptive and meaningful to the study. During the interview sessions, ¢aechesy
employed diligent listening techniques, identified topics that seemed sagifo the
participant and asked for clarification and further explanation. Throughout each
session, the researcher kept in mind that each individual brings unique beliets, biase
and assumptions that “color the interaction and data elicited” (Merriam, 1998, p. 87).

Human Subjects Protection

In order to elicit consistent and quality information from the participants,
careful advance planning was essential with regard to protecting the privhey of
participants involved, and complying with the University of Maryland, College ®ark’

(UMCP) policies as well as federal regulations. This study’s proposapymeved
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by the UMCP Institutional Review Board (IRB) prior to initiating field wand
interviews.

IRB policies and federal law required the researcher to take everyoeca
to ensure the rights and privacy of participants and to exercise strictest
confidentiality, not only during the course of interviews, but also when reviewing
institutional data, reports, board meetings, historical data and minutes.

At the beginning of each interview, the researcher reviewed the IRB for
with the participant, disclosed the security provided for the interview contents
including the information and data to be collected during the interview, methods and
procedures for safeguarding its security, and total estimated timeecqtithe
participant. The IRB form also provided information concerning data collected from
documents or study existing data, documents, records. Participants werednforme
that information gathered from the interviews and findings on the variables would be
incorporated in a comprehensive database. The data collected, including the field
notes and interview in-take forms were coded in such a manner that subjects could
not be identified, directly or through identifiers linked to the subjects. They were
informed of the right to review research documents and asked for their approval of
the use of recording devices. Occasionally, subjects asked to speak “confidentiall
or needed to answer phone calls at which point the researcher would respectfully
comply and pause the tape recorder.

Although participants were informed of their right to withdraw from the
interview, some remained for the time allotted and others exceeded thdintitae

After they reviewed the IRB form, participants were given an opportunity tas$isc
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any concerns they may have had and then asked to sign the document before the start
of the interview. Once signed, the participant received a copy of the consent for

Ethical issues centered on security of documents and treatment of patsicipa
in the research. The researcher recognized the implications and respmssibdit
accompanied the privilege of accessing institutional information. The researche
exercised every precaution to safeguard the database and materials preduced a
result of the study and ensured to the fullest extent that the information would not
used for other purposes. Some security measures included a personal laptop
computer with a database that could only be accessed by a login/passwenrg ayst
locked fireproof cabinet, a private office space at TESST’s Beltsinlierview and
transcriptions with coded identifiers.

Data Analysis Procedures

The data analysis plan was as follows: 1) examine raw data; 2) organize the
data; 3) analyze the data; and 4) validate the data (Stake, 1995; Yin, 2003).

Examine raw data Data analysis was conducted in conjunction with data
collection activities. This technique required the continuous comparison of sets of
data collected and the checking/re-rechecking of information againgtsiserch
guestions. The process entailed a periodic check for gaps in the data asaevell as f
data sources that had been exhausted (Stake, 1995). Raw data in the form of audio
recordings, documents, and the researcher’'s memos (observations, ideas) and notes
taken during the interviews were transcribed and analyzed each day. Given that the
data analysis hinged on the theoretical assumptions, data was linked to the Hieoretic

assumptions and research questions that led to the study (Yin, 2003).
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Organize the dataA database was developed in order to allow for the
retrieval of specific information and checked for accuracy and inconsis¢enthe
first level of coding required a system for identifying items of informatiah ss
individual documents, each interview, field notes, observations, etc. The second level
of coding involved the grouping of data in categories relevant to the assumptions and
research questions that pertain to variables and social exchange moéssdge unit
of data was assigned a code and placed in analytic categories estétlst the
coding matrix (Appendix B).

Analyze the dataThe purpose of data analysis was to identify variables and
social exchange processes that influenced organizational change at TESST. The
process required the search for patterns in the datasets and repeated meanings
conveyed by participants. A search for patterns and meanings served two functions:
to link data to the assumptions that underlie the study, and provide criteria for
interpreting the evidence. The key to identifying important data patterns was
determining whether a pattern noted among data in one category played ouatdhe sa
way as in other categories (Miles & Huberman, 1994). Repeated patterns were
analyzed for consistency with assumptions and research questions whilergugsti
the evidence. If errors or contradiction were suspected such as in a patricipa
perceptions, the data was cross-referenced with the accounts of the othgapéstic

The objective was to reduce multiple categories of data down to the most
significant evidence. Data was sorted, aggregated and evaluated acanrding t

relevance to the research questions. Some data proved more significant than other
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data, particularly when the data reappeared frequently. Other variabéesewealed
at this point, those that were not previously considered by the study (Stake, 1995).

Validate the data.The study established a chain of evidence that traced the
path the variables followed during the social exchange process beginning with the
corresponding research questions. Each chain of evidence was tested by tracing
variables in reverse, back to the research question. By collecting and hmkitigie
sources of data (documents and interviews) the internal validity of the sasdy w
enhanced. Yin (2003) suggested developing a solid string of facts that flowed from
any direction in the study between the research questions to the conclusions.

“Data triangulation” also helped to corroborate the most significant findings

and provided a means of validating the study. Triangulation assured that the
organizational change variables in question remained the same when examined at
various points in the study. This process served to authenticate the existiérece of
variables that operated during social exchange processes which led to oiaalizat
change. Triangulation also confirmed that the researcher’s observations, the
documents and perceptions among participants “carried the same meaning when
found under different circumstances” (Stake, 1995, p. 113).
Ethics

It was incumbent upon the researcher to conduct an unbiased interpretation of
views and values confided by the participants. Their realities and meanireggs we
clearly represented without any distortions resulting from the researbieses. To
accomplish this task, the researcher remained unbiased about alternative iexyglanat

that emerged during the study. Additionally, every effort was made to waygh a
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inherent prejudices held by the researcher that may or may not have gensiste
refrain from employing potentially biased procedures. The reseammhi@nuwously
checked for biases at every stage of the research by journaling, rigoroapegtion
and continuous reflection.

The researcher exercised great caution to withhold personal beliefs and
values. This required the researcher to refrain from employing languageatha
biased against individuals because of gender, sexual orientation, racial or ethni
orientation, or physical disability (Creswell, 2009). As a form of self-@xaton,
the researcher systematically sought feedback on the data from theaatsi¢o
ensure that the information accurately reflected the meanings they cdnvEyis

process is known as “member check” (Maxwell, 1996).
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Chapter 4: Research Findings

This chapter presents the research findings based on organizational change
variables that were identified during the data collection process. The firvaengs
tested and validated against the framework established in Table 1. Theeganalé
analyzed to see how well they fit the circumstances in which individuals were
influenced to seek change at TESST Institute of Technology (TESST).

The first section of this chapter provides a synopsis of TESST'’s
organizational structure and a section on problems encountered in this study during
the interview process and how they were resolved. The next section desw&ibes t
individuals who were interviewed followed by a section that characterized respons
to four sets of interview questions. Responses were examined for evidence ef chang
variables followed by a comparison with this study’s variables framewaihi€ 1).
Throughout this section, documents are referenced that were relevant tosfioiding
assertions. The last section of this chapter analyzes the change prooe ssesah
exchange activities that influenced organizational change at TESST.

Problems Encountered

The study’s initial review of the institution’s organizational charts indatat
that 11 individuals played key roles in the change. The researcher attempted to
contact all 11 individuals via email, telephone and certified mail. Six were
successfully contacted and agreed to participate, three could not be contacted, and
two did not respond to the invitations to be interviewed. Although the number of
interviews was limited, all six of the participants played key roles in TESSST

organizational change. Collectively, their experiences provided rich, thick and
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descriptive data that this study tested against a framework for organ&athange
variables.

A second problem developed during the selection of the participants. The
researcher learned that TESST'’s instructors did not qualify as intervievdatewdi
for the following reasons: 1) their involvement in the organizational change process
was limited; 2) none were identified who worked at TESST during this studygs tim
frame; and 3) many left their positions when TESST was bought by Kaplan, Inc. It
should be noted that for-profit institutions generally hire part time non-tenured
instructors who have full-time positions in their areas of instruction (Katitegsio
Bennis et al., 1985). Private career schools commonly have a higher rate of turnover
of instructors than traditional institutions. Shared governance is atypical in the
industry.

A third problem that emerged was a growing realization that some of the
motivations for the change contained elements that could be coded under more than
one of the categories employed as a result of the theoretical framewoldpaeMVior
this study. For example, the “customer service” variable could be coded as an
economic factor because if students are displeased with the institutionotiey c
leave and lower its income. However, good students are also a human resource for
the institution and, therefore, “customer service” could be coded as a human resource
variable.

Data Analysis
Documents

Institutional documents and MHEC records were the chief sources of data for
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this study. Fifty-three different documents were analyzed including oldhgatand
brochures; mission statements; organizational charts; internal menaod; @o
Trustees’ agendas and minutes; TESST Advisory Council minutes; self-study
accreditation report; enrollment reports; market studies; school archHsC

Private Career School reports, records and archives; and personal notets artda
emails. Documents were carefully examined for evidence that supported itdorma
elicited from the interviews about organizational variables. Document findregs
discussed throughout the sections on interviews and variables.

Interviews

Five of six participants played instrumental roles in the organizational change
and had firsthand knowledge of the processes employed between 1998 and 2001.
Although the participants were not asked about their ethnicity or racial backgeound,
visual observation indicated that five were Caucasians and one African-Ame@ta
the six participants, two were female and four were males. A profiteeof t
participants is provided in Appendix C. At the beginning of the interviews,
participants were informed of their rights to privacy and asked for their ggaomito
tape-record the interviews. All participants agreed to tape the interviews, the
comments were recorded and subsequently transcribed verbatim.

Description of participants.The participants were asked if they were
employed by TESST between 1998 and 2001 and to describe their responsibilities
during this timeframe. Two participants were the school owners/chief esecut
officers at the time and both led the organizational change initiative. A third

participant was employed as an education director at TESST, the fourth wagus ca
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director, the fifth was an admissions officer and the sixth was a consul&hblyir
TESST. The consultant was selected because he played a key role inifgcthiat
organizational change and acted as an intermediary between the Stateylahiyl
and the private career school. His insights lent a unique perspective to the
understanding of organizational change and social exchange processes.

The participants were asked about their length of service at TESST up to
2001. The time frames ranged from nine to 28 years for five individuals. The sixth
participant was the consultant who previously worked as an assistant seatrétar
Maryland Higher Education Commission (MHEC). At the time he was hired by
TESST, he had retired from MHEC and was working as a consultant to private caree
schools. The consultant assisted with TESST’s application/approval process to
become a degree-granting institution over a period of 18 months.

The participants were asked about the total length of time they worked in the
private career school sector. Time frames averaged 24 years excludiogsh#ant
who began his career in the private career school industry and worked in several
states before arriving in Maryland to work for MHEC. When asked if they wire st
employed in the for-profit sector, four answered “yes,” and two answered Tie”
former TESST president/owner worked in the sector for 35 years and the foceter vi
president/owner for 28 years. Both retired from TESST after it was soldpiaf
Inc. but one former owner remains actively involved as the Chair of TESST'd Boar
of Trustees. Of the three who are still employed in the sector, the formetieduca
director is president of a for-profit college in Maryland and the former ssiloms

officer is the president of a for-profit college in another state. The farampus
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director is the president of a private career school which is about to be approved to
operate as a degree-granting college. The retired MHEC official occésiona
consults for private career schools that are planning to apply to MHEC for degree-
granting approval. All six participants continue to communicate regularhyeaith
other.

Interview question formatThe interviews involved four sets of questions that
were developed to elicit the participants’ recollections and views on faetatsd to
TESST's organizational change. The first set of questions exploredaded
internal environmental trends that influenced the mission change and the nature of
relationships to the broad categories of variables. If a response reveaeCtegr
value, the finding was analyzed against the coding matrix (Appendix B).

The second set of questions elicited data on variables related to organizational
and individual benefits (factors) that influenced the organizational change.
Participants were asked to recall their views about benefits individualsSS&TTEay
have perceived (organizational and individual) that operated as factorggffect
organizational change. During the analysis, if a variable was identifigdsit
checked against the taxonomy in Table 1. The variables were then categorized as
follows: 1) a factor of change 2) not a factor of change, or 3) not mentioned during
the interview. The totals for the three possible responses are discussed in the
summary of this section and detailed in Table 3.

The third set of questions asked participants about the processes that were
employed by key individuals who sought to bring about the organizational change.

The nature of the process, its helpful features and its unhelpful featurescaresdd.
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The fourth section examined value conflicts in the institution that occurred doeng t
change process and how these conflicts were resolved as parts of a shangex
process.

Each section contains representative quotes that described the participants’
responses and summaries of the findings in the literature concerning orgaaizati
change variables. The variables were identified and examined in retation t
variables found in literature review. If a participant did not have knowledge, was
reluctant to respond to a question, or did not provide an answer, the response was
characterized as unresponsive. If a variable was revealed in a respdngastnot
identified in Chapter 2, it was coded as other variable (OV).

The interview sessions began with a general research question followezl by
probing questions identified in Chapter 3. In some instances, the participants
responded directly to the questions while others required follow-up questioning or
clarification during the course of the interview. All participants werdémming
and provided abundant data related to the organizational change variables.

During the transcription stage, it was noted that individuals generally did not
converse in complete sentences or thoughts, and occasionally changed the topic
midway during a response. Therefore, some sentences were modified tddabidita
reader’s understanding. Brackets [ ] indicate that words in sentences have been
inserted by the interviewer or personal information deleted. Information was
excluded if it was not relevant and if it did not alter the response to the intengewer’
guestions. To reflect natural pauses in a person’s speech pattern, semirblaves (;

been inserted in the transcription.
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External Factors
Participants were asked to discuss factors that influenced the missioe chang
at TESST as a result of external trends. They were also asked to descrilierthe na
of the trends (underlying forces). To examine participants’ views abouhakter
trends they believed were important, they were asked:

Were there any environmental trends and pressures that affected TESST'’s
decision to become a degree-granting institution?

Three external trends influenced individuals at TESST to consider
organizational change.

Economic Trends

During the years leading up to the organizational change in 2001, former
Governor Paris Glendening focused on attracting corporations to set up busimesses i
Maryland to improve the State’s economy (Florestano & Lewin, 1998). Another goal
was to improve awareness among educators of Maryland’s dependency upon
workforce development, primarily in the area of technology. A study conducted by
the Maryland Department of Business and Economic Development (DBED) (1998)
reported that Maryland’s technology businesses comprised 8 percent of the State
total workforce and this translated to 16 percent of the State’s tax revenues.

A statewide survey found that nearly half of the employers in Maryland
indicated that their ability to do business and produce tax revenues for the &tate w
negatively affected by the lack of educated employees (DBED, 1998). The tveakes
skill areas were mathematics, communication and problem-solving. Employers
called for state policies that would increase the number of occupational anddkchnic

college programs. Plans to improve the state’s economy, and address the IT shortage
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culminated in a mandate issued by the Maryland General Assembly diréeting t
Secretaries of DBED and the Maryland Higher Education Commission (MHEC)
develop a plan and goals to improve student access to IT training/education grogram
and increase the number of IT graduates by 2003 (Florestano & Lewin, 1998).

According to the Maryland Department of Labor, Licensing and Regulation’s
(DLLR) labor supply and demand data, the estimated number of job openings
between 2001 and 2006 in the IT field totaled 4,685 (DLLR, 2000). This data was
compared with the MHEC degree trend statistics that reported only 1,598 associate
level IT degrees were being awarded by all 16 community collegesriyidvid
between 1995 and 1999 (MHEC, 2000). The schools’ owners were closely connected
with major IT employers in the Baltimore/DC region; therefore, thenewell aware
of the dilemma. They envisioned the opportunity to improve institutional profits if
they decided to change the mission to that of a degree-granting college.

Given the inherent incentive to improve profits combined with the lack of
competition at the time, the economic factor likely influenced the owners to pursue
organizational change. The economic variables are discussed in the section on
organizational benefits.

Trends in Human Resources

Private career schools follow trends in the state’s economy and workforce
because their missions are occupation oriented and they aim to supply empitlyer
trained graduates. The following are significant human resource trendgtiea
taking place in the late 1990’s:

e In 1998, the forecast for the fastest growing occupations through 2006 was
dbase administrators, computer support specialists, networking and other
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computer scientists (increase by 118 percent) (U.S. Department of Labor,
1998).

Employment of computing professionals was expected to increase much
faster than the national average (U.S. Department of Labor, 1998).

Demand for networking to facilitate sharing of information, expansion of
client/server environments, and the need for specialists to use their
knowledge and skills in a problem-solving capacity was project to be a
major factor in the rising demand; and the expanding integration of
internet technologies by businesses example, resulted in growth in these
areas which was expected to create demand for computer scientists,
computer engineers and systems analysts (U.S. Department of Labor,
1998).

A report by the Maryland Department of Business and Economic
Development (DBED) indicated that Maryland had become the center for
IT development (DBED, 1998).

The Maryland Department of Labor, Licensing and Regulation (DLLR)
reported that in relation to employment and percentage changes, from
1991 to 1997 IT and related services occupations grew at a rate of 226%
or 12,101 jobs (DLLR, 2000).

These human resource factors pressured individuals at TESST to consider

adding IT degree programs and producing IT graduates. They are discussed in

greater detail in the section on organizational benefits.

Political Trends

Most of the participants commented on political factors that influenced the

mission change at TESST: 1) public opinion about the for-profit institutions and 2)

political climate. Since the mid-1960's, as a result of well-publicized ¢iaaaid

scandals (Zumeta as cited in Schmidtlein, 2004), and a proliferation of diploma mills

the public’s view of the sector had been stained and remained to be restored (Kinse

2004). A number of scandals in 2003 and 2004 and the nationally teléGised

Minutes(Burd, 2005; Kroft, 2005) highlighting a well-known shareholder campus,
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added to the sector’s unsavory reputation. Additionally, legal investigations and
congressional hearings followed a lawsuit involving the Apollo Group, Inc. which
owns the University of Phoenix (Quill, 2007). These and other scandals involving the
proprietary sector continued to add to uncertainty in peoples’ minds about the sector’'s
legitimacy.

Besides negative public perception, some academicians had not been
favorable towards the proprietary sector. Traditional academics commonly do not
envision degree programs of shareholder and enterprise colleges as thalgmne c
as those in traditional institutions and believe they emphasize training odenacs
(Kinser, 2006). Traditionalists tend to view the proprietary college currasula
focusing on practice rather than theory, research and analysis. They contend tha
while these programs meet the needs of certain types of students, theis deg et
comparable with those awarded by traditional liberal arts institutionserB8¢2006)
explains that traditional academicians are likely to view the rapidiygihg sector
suspiciously and not in the same league as their own institutions. They are prone to
distrust profit-oriented degree-granting institutions that have the organizationa
flexibility to make more rapid program changes based on market demands.

In Maryland during the late 1980’s, legislators were roused by their
constituents, such as students, who had become victims of schools operating in a
fraudulent manner. The Code of Maryland Regulations (COMAR) §13B.01.01
(1991) pertain to private career schools. These regulations were changed in 1991 to
heighten MHEC's legal authority over the sector. MHEC'’s strict reguatpproach

weeded out disreputable training schools. One participant spoke about the State’s
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regulatory pressures which affected owners and caused fears among thisg wwor
the private career school industry:

There were a lot of precipitous closings among private career schools [in the

late 1980's to early 1990's]; this was very upsetting [to TESST]; this was

going on across the country; but in Maryland, being such a small state, over

half of the schools closed down in the mid-to-late 1990's.

Schools that failed to meet MHEC's job placement requirements, program
completion standards and federal student loan/debt ratio requirements wereypromptl
closed. Other schools shut their doors and absconded with student tuition (MHEC,
1988-1999). Although MHEC had broad power to levy sanctions and fines against
private career school owners for fraudulent activities, the State was not imitpue
treatment of the sector.

By the late 1990’s, the political climate was turning more favorable for the
sector. This change coincided with the formation of the Governor’s Business
Roundtable for Education and a statewide assembly of educators at the Governor’'s
Conference on Higher Educati@dovember 3, 1999). Additionally, MHEC
announced its controversial decision in 1998 to allow the University of Phoenix to
become the first out of state for-profit institution to establish a campus iyldvidr
One interviewee patrticipated in the debate and reported first-hand observations: *
remember going to a MHEC meeting and everyone was horrified that the ltgivers
of Phoenix was operating in Maryland; | remember some [from traditional
institutions] saying, ‘How can MHEC do this to us?”

TESST’s application to become degree-granting (MHEC, 2000, pg. 10)

referred to these timely political trends that influenced individuals to promote

organizational change:
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“...the Governor’s Conference has recognized ... an open marketplace
including institutions such as Strayer University, University of Phoenix, and
Sylvan Learning Systems. State policy makers have not sought to block these
alternative providers from delivering high quality education.”

The same document referenced a statement in a MHEC report (November 3,
1999): “The additional competition will be healthy for traditional institutions and
beneficial to the public.”

Another participant observed: “We felt there was a political climate in
Maryland that was different in the late 1990’s to 2000 than in previous years ... in the
sense that [for-profit] institutions were welcomed in the State.” To sortieipants
in this study, these decisions signaled a change in Maryland’s politicatelthat

would favor organizational change at TESST.

External Trends Not Identified

Three potential external trends were not identified as factors that indldienc
organizational change: social, psychological and cultural/ideological valies
finding is discussed in Chapter 5.

Internal Factors

Other internal factors were taking place about the same time as theakxter
factors that were identified above. This section summarizes six intect@isféhat
were found to have influenced key individuals at TESST: economic, human
resources, political, social, psychological and cultural/ideological vallies
following interview question asked participants to recall internal factorE&ST
that influenced organizational change and the nature of their impact:

What were the internal circumstances that suggested the need for the
organizational change?
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Economic Factors

The vision of increased profits derived from student tuition is likely to
influence any owner of a for-profit institution given that a school’s livelihoadtf st
salaries, programs and future depends on its financial resources. An inssitution’
profit/loss statement and annual report are key economic indicators ofuena#.

A review of a financial report by an independent auditing corporation
confirmed that from 1998 to 1999 TESST's profits escalated (Hunt & LaPorte, 2000).
In 1998, TESST earned approximately $10 million; in 1999, gross income totaled
approximately $12 million (Hunt & LaPorte, 2000). Profits grew exponentially as
student markets were identified, enrollments grew, new campuses added, programs
developed and technologies acquired.

Human Resources Factors

Some of the participants noted that in its early years, TESST was a simple
partnership with a small but steady enroliment. Internally, the orgemzatpanded
so rapidly that human resources were stretched thin. By 1999 the school owners
added a new layer of management to the organizational structure and a cadre of
faculty (Hunt & LaPorte, 2000). These changes and the role they played in
influencing change are discussed in the section on individual benefits.

Political Factors

Responses concerning internal political factors provided abundant data. Most
participants gave insight into the political prowess of the key players &T.E¥So
promote the interests of the institution, they pursued political agendas, edfivih

politically connected people, entered political circles, sought visibilitydeweloped
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strategies to achieve independence for TESST. Essentially, these key peaple be
the institution’s lobbyists who had the expertise, political savvy and connediions t
communicate with key legislators and the Governor. The power and influence these
individuals acquired influenced the organizational change.
Social Factors

The interview transcripts provided evidence of collective institutional value
systems and individual social beliefs. This information confirmed that sociatsa
played an important role in influencing organizational change at TESST. Some
participants reported that three social values identified in the litenaresimportant
to the organization: status, prestige and reputation. In their responses, some
individuals described key moments in which these social values influenced others to
support change. Most participants desired an image of educational distinction for
TESST. The specific social variables that influenced organizational change a
discussed in the section on organizational and individual benefits.

Psychological Factors

The participants’ responses frequently referenced internal psychallogic
factors associated with feelings of connectedness, commitment anthag-i Most
participants discussed the factors on an institutional level and some spoke from their
own personal perspectives. In general, the institutional factors were asgoatat
the general outlook employees envisioned for the institution and their morale.
Individual factors were clearly dominated by feelings of trust and a sess#-of
worth. The psychological variables that were revealed in the interviewrigasoe

identified in the following section on organizational and individual benefits.
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Cultural and ldeological Factors

Throughout the review of the interview transcripts, it was noted that the
participants were highly influenced by their perceptions of the organizatiotfsecul
and individual ideologies. These factors were revealed in descriptive responses
concerning the institutional culture, collective beliefs and values, and irstauti
sagas and events. The variables are discussed in the section below on organizational
and individual benefits.

Organizational Benefits

The participants were asked to discuss what they envisioned the
organizational benefits to be as a result of the change. Their responses were
examined, variables identified and cross-referenced with variablebdist€able 1.

The variables were then placed in one of three categories: if a variabtewealed

in a response, it was coded as (1) a factor; if a variable that was mensanedra
issue, it coded as (2) natfactor; and if a variable was not discussed in a response, it
was coded as not mentioned as a factor (3). If a variable was revealegporse

that was not identified in the literature review, it was coded as other vai@\¥)e

and all three possible responses were then totaled. The results for each of the
variables are provided in Table 3.

Economic Benefits

Seven out of eight economic benefits that were identified in the literature
review were reported to be factors of organizational change and one beseiibtwa

mentioned as a factor. One economic benefit was reported not to be aféator

change.
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Build alumni funds (EV 2)Five participants did not report alumni funds to be
a factor. One participant reported that the prospect of building alumni funds was not
a factorof organizational change. The participant stated: “As a for-profitutista,
TESST wasn’t expecting a whole lot of gifts [or endowments]; [instead] we ditd wa
someone who could assist us in finding ways to make inroads into the community.”
Increase profits from student tuition (EV 4)wo participants reported that
increasing profits derived from student tuition was a factor and four otlteneti
believe it to be a factor influencing the organizational change. The incemtive t
increase profits derived from student tuition is fundamental to the survival of a
privately owned career school. One response emphasized the competitive nature of
the industry and the importance of being resourceful: “Many schoolstyetlje
wayside ... but TESST had been around a long time; the idea was we wanted to stay
in business; top management knew that if we want to stay in business, we have to
grow [enroliments].” Another individual described the profit-making incentive as
variable linked to the prospect of increasing enrollments:
We both were interested in expanding the number of students who could be
served; and at that time there really weren’t any competing caraesefibc
institutions in [the field of] electronics like TESST in our market areagther
were a large number of students commuting from Virginia to enroll in our
program; we envisioned expanding to Northern Virginia ... so we thought
there were some institutional benefits as well if we expand [enrollments] ...
this was probably the first type of growth goal that we together along with the
institution experienced.
In another part of the interview transcripts, the same person described TESST’s
marketing plans:
We began working on a marketing plan because we hadn’t been drawing

students directly from the Baltimore market before acquiring AIT ... unlike
some collegiate institutions, where they have housing and students living on
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campus our students were the ‘commuter market’ ... we were looking to
recruit students from about a maximum 25 mile radius but that was a small
percentage; the largest student market was within a 15 mile radius ... so with
the new Baltimore market we worked to convert our programs to attract more
students from a longer distance.

The former TESST recruiter described strategies that were developaliito bu
enrollments and tuition income:

When | came on board [the school owners] had just purchased the Baltimore
campus that eventually moved to Towson ... [they] were trying to develop a
high school [recruitment] program to increase enroliments ... hired me just to
set up high school programs; they saw an opportunity to increase enroliments;
then they bought the schools in Baltimore and Beltsville; so | worked with

high schools in Baltimore and the Washington metropolitan areas ... that’s
when the high school programs took off ... so these were good times
[financially] for TESST; to this day | believe TESST still drawsdage
percentage] of the students from the high schools into the degree programs.

Increase federal and state funds (EV Bne participant reported that an
increase in student financial aid was a factor and five others did not report thies sourc
of income as a factor. Student financial aid programs (federal and std$3 fu
subsidize the student’s cost of attending a pricey private career school. One
participant characterized the incentive to increase federal andwstdte f

Private career schools were never [a major postsecondary sector] until

financial aid and loan programs evolved ... once [federal student] aid became

a factor, private career schools proliferated ... | think the pressure; | don’t

mean to say this in a negative way; but they were in the business to make

money; that's the nature of proprietary schools; so | think [TESST] saw that
by gaining approval to award degrees they would make more money; there
may have been more federal money that motivated them. In addition to
student tuition, private career schools also rely on federal and state funds.

Add new programs (EV 6)Two participants reported the adding of new
programs to be a factor of organizational change and four others did not. Labor

shortages in a growing industry presented potential economic opportunities to

individuals at TESST. The following response described how individuals viewed
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potential profit from an industry that was experiencing a shortage of qualified
workers:

When | was hired [late 1990's ] ... there was much going on in the area of IT

. and network technologies; these programs could make TESST more
competitive and produce students with desirable skills ... but electronics was
the strongest program because employers were demanding electronic$ grads
had a sense that IT was the future; took classes in networking and gained new
knowledge ... about that time the Beltsville campus was built; so | suggested
to [school owners] to consider adding a networking training program.

Another participant described how the decision to add a new IT program influenced
organizational change at TESST:

In April of 1999, we rolled out our first IT programs at all three of the MD

campuses at the same time and one quarter later at the Virginia campus; the

we started asking ourselves, ‘Are there some students enrolled in TESST
programs only as a stepping-stone or [want the] option to pursue a degree?’;
and so, we started analyzing [organizational] change.

Build facilities (EV 7). Two participants reported building facilities as a
benefit and five others did not mention it to be a factor of change. The incentive to
build more campuses was driven by the need to increase classroom space to
accommodate growing numbers of students. The following participant described a
well-executed plan to expand the number of TESST campuses:

From 1998 to 2002 ... the campuses pretty much doubled in student

headcount size; plus we had moved into three (3) new facilities ... Hyattsville

had many space restrictions and no room for growth [and] Beltsville was

established in 1998 ... Towson although it was not out of space, moved to a

new geographic area ... Towson was established in 1998 ... the [original]

Alexandria campus was very restricted in terms of space [als0] ... and [the

new campus] was established somewhat later in 1999.

Another participant described the incentive and strategy for adding more campus

locations:

The original TESST Electronics School was located in Hyattsville [Madyla
... [we] acquired TESST [mid-1980’s] ... we opened the first TESST college
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expansion on Duke Street in Alexandria ... then we said, [TESST is located]
in Hyattsville on the North side, and in Alexandria on the South side’ ... that's
when we started looking around Baltimore... we knew [unnamed owner] of
Arundel Institute of Technology [AIT] ... so we acquired AIT ... later we
closed [that same] campus ... it just wasn’t in a good location; moved out to
Towson ... where the [Towson] campus still remains ... that same year ... we
ran out of space in Hyattsville ... we moved twice that year [from] Baltimore
to Towson [and from] Hyattsville to Beltsville.

About the time the AIT building was sold TESST’s owners made an offer to
purchase RETS training school. For nearly half a century, RETS had beergofferin
heating/cooling and television/radio repair as well as drafting andaies
programs. As described below, the benefit of purchasing RETS influenced the
owners to pursue organizational change:

We were also looking to expand again and we contacted [unnamed owner of]

RETS Technical Training Center in Baltimore ... he ended up selling to us [in

September, 1999]... it is a great location [and] has the largest student

population there of any of the other [TESST] campuses; that's when we

started looking [at changing TESST’s mission] into degree-granting.

Acquire technologies (EV 8)lhree participants reported acquiring
technologies to be a factor and three others did not. One response provided some
background for understanding the financial incentive to update instructional
technologies:

When | joined [TESST] ... there was a medical office specialist progridm

a handful of students at the Alexandria campus; probably no more than 30

students in all; then drafting was another [TESST] program which had been

very popular at one time, but was experiencing a declining enrollment

[because] there were many technological changes going on in the drafting

field; [although] the ... the fundamentals of basic electronics generally stay

the same over a period of 30 years, applied electronics does change.
Another participant shared a similar view about updating TESST’s programs and

instructional technologies:

TESST had an administrative secretarial program that provided basic
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Microsoft skills; those were the only IT programs ... the Baltimore campus
offered a programming course which was very out of date at the time we
acquired the [AIT] school; so we updated that course and upgraded computers
and instructional equipment in the building.

The following participant also believed it would beneficial to add new technologies
Yes, | really thought it was important [to add more technology]; and that if we
didn’t [update], we would just become stagnant as an organization; and
[TESST] would become one of those old shabby private career schools that
are okay but they never change; and they have the same people in the same
positions for 30 years; they lack up to date computer systems; and | saw us
going in that direction and thought ‘If we don’t change how could we get any
better?’; then we began thinking about becoming degree-granting; it forces
you to constantly improve [the programs] and get better [as an institution].
One participant spoke in a humorous manner about discovering that the new

Beltsville facility lacked adequate network wiring:

Here is a funny story; just before moving to the new [Beltsville] campus;

computer wiring had been installed under a few floors in the huge building;

and MHEC just approved [TESST to offer] the networking training program;
so we all worked as a team to wire the classrooms; the president, vice-
president, the director of admissions; all of us installed computer wiring
throughout the ceilings and walls by ourselves.

Institutional documents also indicated that the advisory board members were
concerned about technology after they toured the newly added RETS campus and
other TESST sites in fall, 1999. As a result, they recommended purchasing new
computer workstations for students, installing updated instructional equipment,
remodeling the offices and ordering more volumes for the campus librari8S{TTE
Advisory Board, December, 1999). As a result, investments were made and

technologies upgraded.

Human Resource Benefits

Student markets (HR 1)'wo participants reported student marketing to be a

factor and four others did not mention the benefit. One participant perceived
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institutional benefits from recruiting students with stronger acadentis: skii think

people saw ... school benefits; you can imagine the kind of students who would be
drawn to degrees as opposed to diplomas; the quality of student was going to
improve.” Another participant described how tapping a broader market yielded bette
quality students and provided an incentive for instructors to support organizational
change:

When TESST added more campuses and moved to new locations, we attracted
a different, smarter kind of student ... so if a student happens to already have
some computer skills, they may become more challenging to the instructors;
not in a negative way, but in a positive way.

Improve qualifications of faculty and staff (HR Zour participants reported
improving faculty and staff qualifications to be a factor and two others did not. One
participant described the benefit of improving the overall quality of faculty:

We also needed to bring in new faculty ... what happened was that TESST
suddenly went from zero to 900 IT students among the three campuses in one
and one-half years; to meet the demand, a large number of faculty were
brought on board; [this] led to improvements in the quality of the faculty.

Another participant reflected on how an improved faculty benefited TESST and
influenced organizational change:

[The recently hired education director] brought this new thinking to TESST;
but at the time, very few staff and instructors had degrees; we were a#kchni
school and trained students to get jobs without going for a degree ... but [the
director] had a lot of experience in faculty development [and] brought a new
way of thinking about academics to the school; [the director] held the teachers
to a very high standard; hired and trained instructors; held in-service sessions
that instructors found fascinating; from that point on, | observed how the
quality of instruction improved; that's when TESST started to mature as an
organization; [the director] would hire instructors and seek people with greater
gualities and degrees; once we realized that TESST [faculty] could be bette

it got everybody to thinking we could move up to a higher level.

As the organization grew, a new layer of management was added. The
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owners developed a training plan to orient the new staff to their form of management

The goal was to get all management staff on board the TESST way of running
a career school at that time ... we promoted a person to become a school
director [of the Baltimore campus] ... the title of school director [was used] as
opposed to [college] president; at that time we never used president of a
campus as a title for a person overseeing or managing a campus, they were
[regarded as] school directors.

The school owners were also motivated to employ staff resources in a cost
efficient and effective manner. The following response describes how thelppled
a structure and allocated human resources:

More new hires [called for] continuous monitoring; you have a director of
education, is it better to have... let's say [option a] we now have four
locations; some career schools or colleges would think it's better to have a
director in charge...and say everyone would work under that director or
[college] president; let’s say [option b] there is a director of educaticzaicy
program at each of the four locations; and at each location the school or
college offered programs in computer repair, information technology or it
could be drafting and so forth; and each area has a chief instructor who is over
the other instructors; the director of education manages those chief instructors;
and then the school president or director would oversee the entire
organization; so in this way, each campus is functioning independently;
another way of functioning, which is the way [unnamed] and | chose to do it
was [option c]; one of us was always available; we had a director of education
to oversee the computer program ... a director of all the hardware tech, repair
and drafting programs; they were at the main Beltsville campus at the tim
with [unnamed] and I; and so they would then go to those individual
campuses and rotate around and the school directors really didn’t oversee or
manage the individual instructors ... the directors of education ... worked
from the central [Hyattsville] office ... the role of the individual campus
director was more of overseeing job placement services to financial aid,
everything except the instructional division ... so there are different ways of
running a private school ... Kaplan Colleges for instance are organized
differently; each campus really runs itself.

Advisory boards also assisted faculty by offering suggestions to improve
program areas. According to the following, board members’ advice and expertise
were also sought:

Well, TESST never had a Board of Trustees before ... we brought in a fairly
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small board; [we] needed to find out what the right dynamic in the group
would work; so we brought in seven Trustees; we looked for people we
thought could bring in expertise from the outside to sit on some of the
standing committees that would be forming; we searched for a person who
could help us with the overarching academic process ... with expertise to
handle the academic and student affairs committees; for the financial
committee, we found a Trustee with both a CPA and CFO background to help
TESST in that area; and then we formed a long-range planning committee; so
we knew a [retired] fellow who worked for NSA for 30 years ... he worked

for one of the major consulting firms and for a number of years taught part-
time at TESST; he knew TESST internally ... he also had a lot of real world
experience externally and led a big group of NSA officials; one of his roles
was strategic planning; so we thought he was a good match for the Board of
Trustees; then we found an employer with a technology background; [he] was
running a high-tech company; then we formed a community affairs coramitte
that is probably a little different in an institution like TESST than it might be

in a traditional collegiate institution.

Political Benefits

All six political variables that were identified in the literatureiea/ were
reported to be factors that influenced organizational change.

Pursuing a political agenda (PV 1)our participants reported a political
agenda to be a factor influencing change and two others did not mention the benefit.
The following participant reported that the incentive to join political comestte
influenced individuals at TESST: “Governor Glendening’s Workforce Investment
Board [GWIB] opened political doors for [TESST]; both [school owners] werk wel
known supporters of Governor Glendening and they were active members of GWIB.”
Another participant added: “I was on the MHEC Student Advisory Council at that
time ... | represented the for-profit sector on the Council.”

One response described efforts that individuals made to pursue TESST's
political interests:

[Unnamed] was a commissioner for ACCSCT accreditation association; and
did a lot of traveling for ACCSCT at one point; and was highly involved on
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the academic quality accountability side of the organization; [unnamed] was
more involved with GWIB and [unnamed] was also involved in political
organizations back then ... they influenced changes going on at that time in
the private career school industry ... at one point they [school owners] were
both very involved in the Maryland Association of Private Career Schools;
[unnamed] was as well; they knew their industry well and were very devoted
to technical postsecondary education.

Affiliate with esteemed organizations (PV Zjiree participants reported
political affiliations to be a factor influencing change and three othénsadimention
it as a factor. The social process and being seen with influential individuals
esteemed organizations was described by the following participant:

We became recognized because we joined committees ... [unnamed] began
joining more education type committees ... and | might be on [other]
committees [such as] advisory committees on career education ... so, together,
we covered a lot of areas at the time ... but he and | worked equally hard in
building connections ... he is a very good speaker with educators and
politicians ... very bright; graduated top of his class.

One participant stated: “The [school owners] just through their connections alone ...
they actively talked with politically connected people.” Another particidastribed
affiliating with influential individuals:

There were political changes going on; [unnamed] was on the GWIB
committee; | would say that [school owners] both worked very hard [for] five
years before we became degree-granting; they [joined] the right caiang
and took on leadership roles.

A key participant described the benefits derived from participating in
meetings and influencing others in favor of organizational change:

And then by those kinds of meetings and contacts and being on the
Governor’s workforce investment board there were other college presidents
that | would be sitting next to; there was a Secretary, you know, not only of
Higher Education but all the other Secretaries in the State ... the relationships
we had with them allowed us to meet with impressive college officials such as
[unnamed president] who said, ‘I'm not going to object, | think you have a
right to become degree-granting’.
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Acquiring visibility for institution (PV 3) Two participants reported acquiring
visibility to be a factor and four others did not mention it as a factor. One response
described how the school owners enhanced TESST'’s presence in the community:

We were very involved with the community ... TESST also for years did so
much charity work with a lot of the boys clubs; this drew advocates for
change; we held charity golf tournaments every year that sponsored thee Princ
George's Boys Club; so we had a lot of [interaction] with the community ...
TESST also worked with the high schools in Howard County [and] donated
computers.

The next response illustrated how the school owners gained the interest ofiadfluent
politicians:

When Glendening was the [Prince George's] County Executive we brought
him in to [tour] the original TESST-Hyattsville campus to show him what we
were doing; former Governor Schaeffer who was Mayer Schaeffer in
Baltimore at that time [also] came down to TESST to [tour] the school; we
asked every major politician in the State at the time to come down and see
what we were doing ... we brought in Jim Moran who was running for
Congress back then; and we brought in state delegates and senators; we
invited them to tour the campus before it opened to show them what we were
doing ... from then on we got to know important people and they got to know
TESST.

Power and influence (PV 4)Two participants reported gaining power and
influence to be a factor of organizational change and four others did not mention it as
a factor. The following response described how legitimate power was invoked
through designated titles:

Internally? Well, at that time, [unnamed] went from vice president to

president; | told him, *You've been doing everything I've been doing for

years, so why don’t we go ahead and appoint you president? | will be the chief

executive officer and ... spend more time away [expanding the organization]’

... before that ... | had been there a lot longer and would turn it over to

[unnamed] who would oversee the day-to-day business ... but for awhile he

was more or less was running the show; he is very articulate ... we were

always looking at our internal organizational structure.

The study’s theory suggested that those who admire the power a leader
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possesses are likely to be motivated to support a change initiative. The consultant to
TESST provided insight the power he perceived the owners to possess: “The [two
school owners] had the authority [power] to stand up and be recognized at the top of
the list along with traditional college officials.”
Acquire more independence (PV Four participants reported acquiring
more independence to be a factor and two others did not mention it as a factor. The
motive to free TESST from the state’s regulatory requirements mativateriduals
to influence organizational change: “I believed the biggest obstacles to BESST'
goals were the political forces and regulatory forces at MHEC; whetheat this
was a reality we were driven to overcome the forces.” Another participant
characterized the motive to seek organizational change and liberate TBBST fr
regulatory forces:
And then when we asked ourselves, 'Why do private career schools have to
provide so much information while colleges don’t?’; only 20 percent of
community college students who initially apply for admission ever graduate;
but 60 percent of our students complete TESST programs ... the regulations
seemed disparate; but then when TESST became degree-granting the
regulations seemed less ominous; and the state has reasons for different
standards and regulations; there was a time when school closings left students
hanging; MHEC PCS staff would remove furniture and load trucks with
student files at schools that shut down.
The next participant also believed that increasing oversight of the settierstate
level influenced the leaders to pursue organizational change:
MHEC does have a more stringent set of regulations involved in reviewing a
new proposed program for a private career schools [compared to colleges];
MHEC will set restrictions such as, '"You can only enroll up to 20 students
[per] class' and we don't know why; but in a college there are not these kinds
of limitations; a college can enroll over 100 students in a lecture hall; so why

can't a private career school do the same? The private career school
regulations are very restrictive.
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Another participant observed a restrictive movement at the federal level: “As
a result of the 1992 Higher Education Reauthorization Act there were more stringent
policies in place for for-profit schools than colleges.” The following respons
described the incentive for changing TESST's mission:

It is really very difficult for a small school to function in a highly regubator

environment; you need a team of legal specialists just to keep up with

regulations from the federal government; accreditation agencies and
programmatic accreditation have become more scrutinizing ever since the

1990's; so [TESST’s] owners had the vision to see in the future and realized it

would become increasingly difficult to exist as a small private school in this

kind of environment ... they studied many other schools that made the difficult
decision to change to degree-granting.

Although most federal regulations apply equally to all sectors of higher
education, some single out the for-profit sector such as the Higher Educatisn Act’
90/10 which requires that for-profit institutions may not receive more than 9énperc
of their earnings from student aid (Kinser, 2006). The sector is also closely
monitored by other federal agencies such as the Securities and Exchange
Commission, Federal Trade Commission and U.S. Department of Veterans.Affai

Access inner circles (PV 6)Iwo participants reported accessing inner circles
to be a factor and four others did not mention it as a factor. For one participant, an
appointment to a prestigious committee provided an opportunity to interact with
influential college officials:

| remember getting this invitation to Governor Glendening's conference on

higher education held every year at the University of Maryland ... before

[TESST] became degree-granting; and because we were part of the

[postsecondary eduation] resources in Maryland ... in this case career

education; the Governor's office said, 'We'd like for you to chair a round table

of higher education presidents; and | was like, ‘I'm with a private career
school; we teach electronic technology [and] computer repair; sure you want

me to do that?'; and they said, ‘Yes, we have a lot of questions about how
successful [TESST] has been ... with job placement and retention and so forth;
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compared to some of the other sectors of higher education'.
Another participant described how networking provided opportunities to sway
opinions among important individuals:
One of the USM [University System of Maryland] officials who initially
objected to TESST [becoming degree-granting] got to know [unnamed] while
working on the [round table]; he got to know more about TESST; so | think

that's how [unnamed] won him over by working with him.

Social Benefits

Five out of seven social variables that were identified in the litereguiew
were reported to be factors of organizational change and two others were not
reported.

Enhance institutional stature (SV 1jour participants reported enhanced
stature to be a factor and two others did not. One participant described the goal to
improve TESST's status: “It was either we would open another new location or
change to a degree-granting institution; we didn’t really want to open aooatioh
at that time because we wanted to make what we had even better.” Another
participant proudly described how TESST sought and acquired an agreement with a
well-established private, regionally accredited college in Lauretylsiad:

We had a long history with Capitol College and believed that this [four-year

private] college was a natural pathway for our graduates to enter a bachelor

degree program; we had many meetings with the college president; we
developed articulation agreements with them; the president spoke at our
graduation ceremony ... Capitol started as a private career school; why
couldn't TESST become a college?

The following response also offered insight on the social benefit: “Capitadeoll

let us share their library; we held our graduations at their campus and TESST ha

articulation agreements with Capitol.”
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Articulation agreements and exchanging resources between private care
schools and colleges are rare in Maryland. These arrangements alsoesl/itland
a traditional college institution awarded collegiate credit to students evhpleted
TESST programs, then organizational change was possible.

Upward striving (SV 3).Five participants reported upward striving to be a
factor and one other did not mention it as a factor. The following response discribe
the two schools’ owners desire to change perceptions about TESST:

As far as TESST goes, TESST always was a leader in the industry; we held
ourselves to higher standards and codes; we desired to be better so our
students would have greater opportunities ... it was that we wanted to be
better [than other career schools] ... [school owners] said, ‘If we're going to
stay with TESST schools, we will grow and go to the next level' ... that’s
what | observed ... the Board of Trustees was composed of people from the
community and they were also very supportive ... they recognized [the
owners’] reputation and knew we could do [organizational change] right.

The following participant characterized the motive that generated the @atjana

change variable: “And we just had to be recognized as being as good as otheer degre
granting institutions and that really drove us in part to change the mission and status
of TESST.” The next response characterized the motive to escalate TE&&Jeés i

The [aspirations] at TESST were somewhat different from other schabis in
industry at that time ... | believe [the schools’ owners] perceived the
opportunity for TESST to be thought of differently, not just another trade
school ... staff wanted to know exactly where TESST stood; its reputation and
how can we enhance the reputation [and] compete with existing programs at
other colleges; no matter how great the non-traditional program might be,
there will always be [skeptics] who doubt the quality of TESST programas; w
were highly motivated to believe if we are going to do this, we are going to do
it the right way.

Another participant viewed upward striving as beneficial to the institutianasole:
Well, I would say that TESST was good to begin with ... it was an

organization that had a good reputation ... [school owners] were also the kind
of folks who personified the school ... in casual conversation one would know
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immediately that they were good people with high standards; therefore, the
school must be good; that’'s my understanding.

The following viewpoint revealed upward striving as an important factor of
organizational change:

None of us really knew what to think at first; then we saw a great opportunity
if TESST became a college ... everything that goes along with the distincti
the pride and the recognition that is part of being a college.

Social leveraging benefit (SV 4Three participants reported social leveraging
to be a factor of organizational change and three others did not mention it as a factor.
One key participant described the benefits of associating with influentictedsic
and political officials: “[Unnamed] and | had been active at MHEC, beyond just our
own private interests; we made an effort to be involved in a number of areas
connected with MHEC.” Another individual reported on building social relationships
with influential college presidents:

We had a good relationship with Prince George’s Community College ...

TESST also had a partnership with Chesapeake College where we provided

all the instructors and computers for their IT progranand Chesapeake was

looking for a partnership with TESST because we could provide all the
computers and instructors for their IT courses; so Chesapeake understood
what we wanted to achieve ... again, the president of Capitol College.

The next response characterized the motive behind social leveraging: “The
[schools’ owners] ... relied on the relationships they had established in the higher
education community when they decided to change TESST.”

Legitimacy (SV 5)Three participants reported gaining legitimacy to be a
factor that favored organizational change and three others did not mention it as a
factor. One respondent focused the discussion on TESST's reputation:

“We heard that when people were asked, 'What is the best private career

school in Maryland?' the answer would be, ' TESST'.” ... | trained [unnamed];
worked every day for about six monthsright in the same office ... every
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day; and the idea was ... everything has to be professional; and everything has
to; you know, make sure the reputation of the institution remains high; when
you’re making decisions you're making decisions you know that are basically
going to be solid for the students and the institution as well.
Another participant also perceived TESST as having a sound reputation based on an
endorsement by a traditional institution: “TESST had, | like to think, a reputation i
Maryland that was at a different level than most other private career school
Capitol College favored approving TESST as a college even though they were
offering similar programs.” The next response illustrated how MHEC vatida
TESST's reputation as a reliable provider of training programs:
We helped out other private career schools that closed down by ‘teaching-out’
their students; we taught out [unnamed school’'s] students and other schools;
every time we did this, we learned what not to do and learned from the
mistakes that caused MHEC to shut them down ... people at MHEC ...
recognized [school owners’] reputations ... [unnamed] still sits on one of the
advisory councils at MHEC representing private career schools.
It should be noted that the term, “teach-out,” refers to the MHEC Private Career
School division’s practice of calling on reliable schools offering similarrarog as
those previously offered at the closed school and complete training prograhes for
closed school’s students.

Emulate others (SV 7)Two participants reported emulating other collegiate
institutions to be a factor of organizational change and four others did not mention it
as a factor. One participant observed that the institution benefited by thesleade
ability to interact with and emulate those in the collegiate sector. In doifge was
able to influence others favorably:

| recall other private career schools in the early 90's; they simply could not

figure out how to develop into a college; for example | asked them, 'How will

you determine the admission criteria; and what about cut off scores?’; they
simply did not understand the college admissions process ... they couldn't
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grasp the concepts ... it's an important point here; [school owners] were bright
[and] understood the quantum leap from vocational school to collegiate
institution; this is profound to me; the proprietary sector in general does not
understand; they were exceptional ... if you don't have somebody who
understand what it takes to be a college, you will fail ... the [change goal] is
doomed if the leaders don't understand the [collegiate] process and language.

The next response indicated that the leaders developed policies and standards that
emulated those of traditional college admissions:

We felt that there should be fair and reasonable admissions entranfia tests
preparing the application to become degree-granting]; but we chose not to
admit students who did not have proof of high school diploma or GED unlike
community college policies; we thought it was very important to assist those
who applied but did not meet these standards by referring them to three
certified GED teachers to prepare them to complete the GED ceefjvae
actually paid these teachers to prep students on our own.

Psychological Benefits

Two out of seven psychological variables that were identified in the literatu
review were reported to be factors in promoting change and five variablesatere
reported as factors.

Internalize values (PSV 4)Iwo participants reported that the leaders’ values
had been internalized among employees and that this was a factor that influenced
change; four others did not mention internalizing values as a factor. The hgjl®wi
one leader’s perspective on how values commonly held by individuals in the
organization influenced them to commit to new organizational beliefs:

It took about one and one-half years to make the commitment to achieve the

change objective; we all marched united toward the objective with the

assumption we would achieve a change of mission and status; and ultimately
it did work out; it was very challenging; but at the same time, it involved a set
of circumstances that allowed tremendous growth for the whole institution; it
really was a positive experience for bringing departments together and it

helped us examine opportunities that were originally outside of the comfort
zone.
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The internalization of values influenced staff to assimilate their leailanse of
reference that promised rewards for their endeavors as described below:
Number one, we believed it would be such a great accomplishment if we
could do this; then we would really have something to be proud of; if we
could get through this we could get through anything; then we could say we
did it; then we wondered if in ten years, do we want to offer bachelor’s
degrees and get Middle States [regional] accreditation; and if soywekbéd
it take?; everybody began thinking along those lines.
Self-worth (PSV 5)Three participants reported an increasing sense of self-
worth to be a factor that influenced change and three others did not mention it as a
factor. One of the leaders characterized how staff members viewed liresTase
having a more positive sense of worth: “I believe they [school owners] perceived the
opportunity for TESST to be thought of differently, not just [as] another trade school;
they developed a lot of pride in the idea of changing TESST into a college.” The
other owner had similar observations: “Well, the morale, prestige agaist and
personal gratification... everything increased when we became degreegyraath
individual staff member, instructor, director; | really believe atl liefter about
TESST becoming degree-granting.” The following participant described personal
views about the possibility of TESST becoming a college:
Now I think that it's always a little more prestigious to work for a collige
a private career school; people are proud to say they are working for a college
... i's human nature; society thinks of colleges as being on a higher level than
a private career school; some colleges aren’t any better than carees $chool
that’s society’s ... perception.
Another respondent perceived individual rewards resulting from the organizational
change:
| think people saw personal benefits ... they could hope for respect and

recognition from the higher education community; the credentials students
would have upon graduating from TESST would be more valuable and
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recognized in the workforce; we believed this would make a significant
difference; how people perceived us as individuals and relationships with
those who worked outside of the organization.

In another part of the interview transcripts, the same person revisited thi¢: benef

| saw people walking and interacting with others with a different sense of
pride; it's like saying, ‘Well, | work at the University of Marylandtimar than
computer institute’; now there’s a different aura people have when they say
their from the University of Maryland rather than any private career school
that's human nature; that’'s the best way for me to describe [individual]
benefits.

Cultural and Ideological Benefits

All three cultural and ideological variables that were identified in teeakiure

review were reported to be factors in the organizational change.
Institutional identity (CIV 1)Two participants reported institutional identity

to be a factor and four others did not mention it as a factor. The following response

characterized TESST's institutional identity:
TESST was ... very conservative; students had a dress code; they had to tuck
their shirts in and they were held to a 90 percent attendance requirement
although it's very hard to hold non-traditional working parents to those
standards; now they were allowed to do make-up time ... it was very
conservative but the culture was very student-oriented.

The next response indicates that TESST’s identity was a collective sdietd be

among individuals:
| was feeling that the mission wouldn’t really change, but it would expand the
mission; | would still contend that our primary focus was preparing students
for employment; this is consistent with views about terminal degree programs;
although that had been the original mission before, now the goal was to
change the mission in a broader context ... when staff members are asked,
‘What does your college do?’ it's important to have a good, consistent answer.
Institutional ideologies (CIV 2)One participant reported that individuals

shared common ideologies about TESST'’s leadership which was a factor of
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organizational change and five others did not mention it as a factor. Theirgllow
participant gave some insight into the institutional belief system:

[School owners] were the kind of leaders who displayed loyalty and earned
the loyalty of employees; the culture was all about unity and family and doing
things ethically; you didn’t say something you didn’t do...ethics were at the
top of the list for all of us working there.

Institutional sagas (CIV 3)lhree participants reported that the story of
TESST was a factor and three others did not mention it as a factor. Sagagrare a fo
of cultural symbolism evidenced by stories, habits and traditions that are pasae
throughout the life of an organization. One response revealed TESST's close-knit
culture, customs and relationships which became part of its history or saga:

You know, we would have graduation exercises where we’re announcing the
students and congratulating them on their success; and [celebrate] people’s
birthdays ... to us it was like a family at that time ... let's say Christrnas
holiday-time; [unnamed] and | were able to gather the entire organization ...
we would have holiday parties; and every staff person whether a maintenance
worker or part-time clerk [joined in]; we would have a luncheon at ‘Martin’s
West’ [banquet facility]; and we would present bonus checks to each person
and have them stand up on the stage and shake their hapdgntil the last
couple of years when TESST became so large; [then] we really could not do
this anymore; when we grew larger in numbers it took more time; an hour and
a half to hand out checks; so then the individual campus directors would
celebrate their own holiday parties and they would hand out holiday bonuses;
but we did this until TESST was sold to Kaplan, Inc.

In another part of the interview, the same participant told a story about the former
owner of RETS training school; and in doing so, perpetuated his legacy :

Yes; |think; it was 1956 that RETS started; [unnamed owner] opened that
school; there are some other RETS in other states ... well, let's see; we had a
we were also looking to expand our campuses and we contacted the [unnamed
owner] of RETS in Baltimore; he was in his 80’s getting ready to retire; we

had a very good relationship over those years; [although] we were competitors
in a sense; but he knew that if he sold the RETS, his baby; he just loved that
school ... he wanted to make sure it went to someone who he knew would

take care of it and would, you know, make it continue to grow; he ended up
selling to us.
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Another participant spoke of the legacy the RETS owner left behind for TESST:

[Unnamed], the owner, was in his 80’s and had not only founded that location
of RETS, but had run it since the 50’s until he was ready to ready; [unnamed]
had known [the owner] for many years [and] they always kept in touch; at the
end of the day, [he] decided to sell RETS to TESST [in 1999].

Other Organizational Benefits Identified in the Interviews

Two organizational benefits that were not identified during the literature
review but were reported to be factors of organizational change include: eustom
service values and increasing market value of institution. These benghti&sr
were entered on Table 3 and coded as “other variables” (OV).

Customer service (OV 1) hree participants reported customer service to be
an important variable of organizational change and three others did not mengian it a
factor. The client driven variable is based on the principle that assumes an
organization is providing a product to satisfy consumers in exchange for their
returned business. The participants described two kinds of customers that benefit t
organization: the student and the employer. As the participant below describes the
customer service variable from a “student” perspective:

And the main focus is that we are a for-profit institution; if we don’t place our

graduates [and] do a good job; they’re customers paying money to go to

school every day; if you're not doing a good job they're going to quit TESST,;
therefore, we’re going to end up losing revenue; not be able to stay in
business; so the only way we win is if the student wins and therefore they're
our customer; and the employsralso our customdrecause they're going to
stop coming [to TESST] if they stop wanting our students; [if] we’re not

[producing] a good product; meaning a good student who's well trained, we’re

going to be out of business ... if our [student loan] default rates are too high

we’re going to be out of business; so there was no business that | know of, nor
any part of higher education, that really had the pressure that [privage care

schools] had ... you were forced to do a really good job or go out of business.

In yet another section of the interview transcript, the same person added ngire insi
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on the customer service variable:

In looking at the curriculum, there’s no point in having 300 students
graduating every quarter and not enough job openings for them; so the idea
was ... to be sure that when students graduate from TESST, there would be
enough jobs for them to fill; they could pay back their student loans and tell
other potential students that they got a job; then student enrollments increase
... that’s the only way it works.

In a discussion about the institution’s policy on granting tuition refunds to
students who were dissatisfied with TESST programs, the following participant
stated: “I think that [the tuition] refund policy really helped our reputation ailyre
made a good impression on the education commissions in Virginia and Maryland at
that time.” This policy served the interests of the students and demonstrated good
will on the part of the institution. Another key participant envisioned personal and
professional rewards for TESST’s “life-long learners”:

| would say we knew the reality that a person is unlikely to stay with the sam

employer for an entire career; but even at an entry level, if a degnee i

required; at some point a degree if nothing else would place an employee in an

advantageous position; the benefit of just learning for learning’s sake provides

a big advantage to a student’s career.

In another part of the interview transcript, the same person descrilbethadual
benefit for the student customer:

Even for the students who aren't in the degree programs at TESST, their

credentials and transcripts still states they attended a degreémgeollege;

so their certificates [indicate] they earned the [credential] aSTESollege

of Technology; and when we call [employers] to place a student in a position,

we state, ‘TESST College;’ [I] realized that students would have many more

opportunities once TESST became a college.
Another participant also perceived positive benefits for student customers:

Short term programs allow students to study, get trained and get out in the

work force faster; but this also handicaps students and limits their

opportunities when it comes to employment [when] a student is seeking a
position to sustain him/herself over a lifetime; the higher the degree and the
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longer they study, the greater the opportunities.

As for the “employer’s” perspective on customer service, the followingcgmant
stressed the importance of meeting employers’ demands for IT deggeams and
supplying them with “educated” IT graduates (product):

So that's how we got to the point where we knew that more and more

employers were starting to look for degrees; we knew that our students could

really get ahead more in the long run if they had a degree and we were able to;
you realize [TESST] was one of the very, very few private career schobls tha
has been able to convert to a private college ... this made [TESST] more
valuable to the employers, more valuable to the students, their high school
counselors and rehabilitation counselors; because they were now able to place
their students in an accredited degree-granting institution. It wasn't until we
actually became degree-granting that we actually realized that TEEBST

grown more desirable to other corporations.

Increase market value of institution (OV Z)ne participant reported an
increase in TESST’'s market value to be a benefit of the change in its statasghow
another individual reported that it was @otactor. Four others did not mention the
benefit. The potential for selling a private career school and market salue i
evidenced by offers from prospective buyers. When an owner is motivated to sells a
training school for more than what it cost originally, an increase in market
value/profit is the motivating factor.

As noted in the economic factors section above, TESST'’s net worth increased
between 1998 and 2000 income tax years because of land purchases, land sales and
new construction at three locations including the Beltsville, Towson and Alexandria
campuses (Hunt & LaPorte, 2000). TESST’s leaders improved TESST’s market
value which made it more attractive to prospective buyers such as education

corporations.

When asked about the leaders’ individual benefits that seemed most
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promising, one participant stated: “Well, clearly for [the school owners] Wasea
financial incentive; that’s what they do for a living.” An opposite view was taken by
a key participant who reported that although the rewards from a lucragveresa
always present, the benefit did not ultimately influence organizational change:

TESST became known for acquiring two other well known private career
schools, Arundel Institute of Technology and RETS; and now we had
campuses on both sides of the Washington and Baltimore beltways; that's
why we opened the Towson and RETS campuses; so that we had ITT, Kaplan,
Inc. and three or four other big education corporations interested in acquiring
TESST; because we had captured the Baltimore/Washington market, they
wanted to come in and acquire TESST ... | use the word more ‘valuable’ as a
way to make TESST, the institution, be seen as more valuable to prospective
buyers; but that happened at the end of the road and was not the main reason
for becoming degree-granting ... it wasn’t until we actually became degree
granting that we actually realized that TESST had grown more desirable to
other corporations.

Organizational Benefits Not Identified in the Interviews

Eight out of 33 organizational benefits that were found in the literature review
were not indicated as factors during the interviews: enlarging endowm&h8,(E
attracting scholarly students (SV 2), prominence (SV 6), esprit de corpsl(PSV
group cohesion (PSV 2), compliance (PSV 3), trust (PSV 6) and morale (PSV 7).
These findings are further discussed in Chapter 5.

Individual Benefits

The participants were asked to discuss benefits they perceived for themselve

when they first learned about the organizational change initiative.

Economic Benefits

Two out of eight economic variables that were identified in the literature
review were reported to be factors in the organizational change.

Increase salary (EV 1)Two participants reported the potential for salary
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increases were a factor in making the change in TESST'’s status. Oredéepar
increased salary was nan individual motivating factor: “It was a great place to
work even though TESST didn’t pay real well; TESST was a small corporation and
had limited resources.” Later in the interview, the same participand:state

Actually, here’s what happened; it's a funny story; Kaplan tried to buy TESST
two years before we applied for degree-granting; [school owners] were very
close to selling the school; [unnamed] said he looked at himself one morning
in the mirror and felt he couldn’t go through with it; I'm not ready to give my
schools up; at the time they hadn’t acquired RETS ... so [unnamed] called the
other owner and [unnamed] said, ‘I'm not ready to sell either, I'm so glad
you're feeling the same way’; they were probably thinking of sellimgbse

they were getting bored and not challenged anymore.; they said, ‘If we're
going to stay with TESST schools we will grow and go to the next level’ ...
that’s what | observed; so we started the [organizational change] process.

One of TESST’s owners stated that he waspeosonally motivated to change the
institution’s status in order to increase personal wealth:

Money was not the main reason; | was with TESST for 28 years and asked
myself, ‘What’'s next?’; [unnamed] and | never set out to change the
institution into degree-granting for monetary reasons; we wanted this for
TESST,; it wasn’t until [after] TESST became degree-granting weedahat
TESST had grown more desirable to other corporations.

In another section of the interview transcript, the same person revealed thaséac
salary or wealth was natfactor of organizational change:

All of a sudden, no matter what the rewards are in selling your business, there
could be a whole lot missing ... particularly if you're the president of the
school and you've sort of been there the whole time and you say, ‘This is
great [and it's] really the right time to sell the business’; and wieayau

going to do to make up for the fact that when you own a school and have 1800
students and 350 employees saying [to me]: ‘Hi Mr. [unnamed] how ya’ doing
today; good to see you’; you know we would have graduation exercises
where we’re announcing the students and congratulating them on their
success, and people’s birthdays.

A different perspective about other individuals in the organization was offered by one

of the participants:

117



Anytime an organization is growing, people see more opportunities for
themselves such as better salaries and benefits; some thought they would
make more financial rewards if TESST became a college; most people in
education are not as motivated by financial rewards; there was a lot of
excitement about the possibility of new professional opportunities the change
could mean to them in the future.

Increase profits from student tuition (EV4)o participants reported the
potential for increased profits to be a factor and four others did not report it as a
factor. One person reported: “One of the things that affect the proprietaoy s
the revenue; the larger the enrollment, the larger the revenue; this is sgntledhi
drove [school owners]; it can make a difference in the stability of a school.”

The following statement describes how one participant reconciled his values
concerning the profit-making side of the industry early on in his career:

| mean this goes back my [many] years of working [in the industry]; didn’t

think it was [right at first]; sort of; either the right thing to do with educatio

and make a profit on it; and if you think about how we [for-profit sector]

compete for financial resources and students and all; but that was [how |
thought back] then ... we [private career schools] have a lot more incentive to

do a good job and turn a profit, truthfully, than some other sectors do.

Political Benefits

One out of the six political variables that were identified in the literature
review was reported to be a factor of organizational change.

Power and influence (PV 40ne participant reported political benefits to be
a factor and four others did not mention the benefit. The following individual
perceived the Governor's acknowledgement as an important political factorébecaus
of the Governor’s ability to invoke power and authority:

| was invited to attend an opening ground-breaking ceremony by the

Governor's staff and the Governor [Glendening] was there; and as he was

thanking representatives [from] Johns Hopkins and other prestigious
institutions, he [announced], 'I'm really glad to see [participant's name] from
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TESST and we really appreciate you being a part of this [ceremony]'.

Social Benefits

One out of the seven social variables that were identified in the literature
review was reported to be a factor in the change of TESST’s mission.

Enhance stature (SV 1Yhree participants reported that enhanced
institutional stature from the mission change would benefit them but three others did
not mention it as a factor. One participant was asked about the benefits individuals
perceived for themselves from the change in mission and stated: “And prestige too;
absolutely; prestige of granting college degrees was an importamt faciprietary
schools often think of themselves as ‘step children’ to colleges and universities.”
Another participant provided a similar response: “Status and prestige; thedgukl
a sense of pride knowing that TESST had a chance to become the first private caree
school in decades that gained degree-granting status from MHEC.” One pairticipa
readily stated that personal benefits seemed most promising: “It estggprand
status.”

Psychological Benefits

Five out of the seven psychological benefits that were identified in the
literature review were reported to be factors influencing the orgamzithange.

Esprit de corps (PSV 1)One participant reported increasesprit de corpso
be a factor and six others did not. On the subject of participating on the Governor’s
Workforce Investment Board and the Governor’s Education Roundtable, one
participant described experiencing a sense of camaraderie and satisfact

Yea, [getting to know] all of them; and | would be in there sort of representing
career [and] technology education; but at the same time it was nice that it kind
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of went beyond that after we got to know each other; and it didn’t take very
long; it didn’t really matter what sector you were with; you were atkthe
working on the same issues and trying to resolve them just as individuals; so
it wasn’t anymore really that | was representing career edugaltiey asked

me, ‘Well what do you think we should do about this issue”; it might be to
work on unemployment ... so that was really exciting for me and | enjoyed it
and | got really good feedback afterwards; and | was like, ‘Well hareyoa
know; a guy graduating ... with a bachelors degree sitting around in the
middle of all these presidents of traditional colleges exchanging idees; the
was no other field that | could imagine enjoying more than career education.

Group cohesion (PSV 2)wo participants reported increased group cohesion
to be a factor and four others did not mention it as a factor. One participant provided
personal insight on benefits envisioned as a result of change:

When | look back, the leadership of [school owners] and the commitments

they made; they were smart enough to realize that you develop school

ownership by giving people responsibilities; so they sat down and brought in
one consultant [who] worked with us but we did the legwork; by doing the
work ourselves we had an opportunity to play a role in the whole process; we
also saw benefits and knew we would reap the rewards and have a sense of
satisfaction once it was all done.
Another response revealed one’s view about working with a cohesive management
team during stressful times:

Some of the people who were around back then [during the move]; we often

say ... ‘we practically lived at the school’; sometimes we stayed until 10:00

p.m. weeknights and were there on weekends [moving in]; we set up computer

labs, tutoring, offering special programs; so it was very exciting.

Self-worth (PSV 5)One patrticipant reported increased self-worth to be a
factor that influenced change and five others did not mention it as a factor. The
following response reveals the power and influence that the self-worth varidble ha
on individuals in the organization:

But then when the instructors heard about the change they were frightened

thinking they would all be fired and TESST would hire only those with

master’s degrees; they said, ‘Don’t you think we're good enough anymore?’
... even [unnamed] who chaired the technical programs struggled a bit
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because he had no degree; he was a true blue-collar guy and developed an
inferiority complex; we had to guide them through the regulations and help
them realize that since TESST would only be offering associate degrees, they
wouldn’t all need master’s degrees and they would still be able to teach; but
we informed them that they would need to get their degrees; they were
promised help with tuition to get their degrees; after awhile, they decided it
was a good thing; trepidation is pretty common with change.

In another part of the interview transcripts, the same individual stated:

Again, it was a slow evolution and by becoming a college, it made us all want
to be better; in other words, ‘I work for a college now so | need to be better
and improve myself’; | finally ended up having five instructors get their
bachelor’s degrees; and a couple of staff members like one who works for me
now; she wanted to be the director of education; that's when [unnamed] at
TESST advised her to get her degrees; she ended up with a bachelor’s and
three master degrees; | watched her go from someone who had no degrees to
someone highly educated; she is still taking courses.

Trust (PSV 6).Two participants reported that increasing levels of trust in the
integrity of the institution to be a factor but four others did not mention this factor.
One participant described how his attitude toward private career schools changed f
the better because of TESST's leadership:

By and large | had good reason not to trust proprietary schools ... there were
so many charlatans; but TESST was always an exception to the rule in the
proprietary sector; they were good folk; [school owners] were solid
individuals; TESST always tried to do a good job ... [unnamed MHEC-PCS
director] and | always believed TESST was unusual; they certainly ere t
best run private career school in the State of Maryland; and because of my
negative attitude toward the sector | was amazed by TESST.

Another participant characterized perceptions about the leaders’ honesty and
integrity:

Ethics were very important to all of us working for TESST ... | had just been
hired by TESST after working for a private career school that loshésdial

aid program because the school owners were convicted of tax evasion; there
are horror stories to tell; so it was a dream to work for TESST ... when TESST
had an IRS audit the feds couldn't find one irregularity; that's just how the two
[school owners] worked.
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Morale (PSV 7).Two participants reported increased morale to be a factor of
organizational change and four others did not report the benefit. Individuals reported
feelings associated with positive morale such as essentiality, inclussydr@onging
and a sense of importance. The benefits were characterized in the following
comments:

| think people saw benefits; but at the same time they saw the benefits of

being able to say, ‘Il work at TESST College’ versus saying, ‘| work &SITE

career school’; | remember the day they brought the [new TESST College]
logos in; [school owners] had some company design different logos; and then
they asked us what we thought about the logos and asked for suggestions;
each of us had a say so about each aspect of change; even down to renaming
the school; we developed a sense of school ownership through this process.
One school owner observed the following: “I think personal satisfaction, personal
growth and feeling good about your self was most important; [my partner] and |
asked others to be on boards at MHEC and committees that they weren’t included in

before.”

Cultural and ldeological Benefits

One out of the three cultural/ideological benefits that were identified during
the literature review was reported to be a factor influencing organiziatiosage.
Individual ideologies (CIV 1).Two participants reported managerial
ideologies to be a factor making the change a success but four others did not report on
this benefit. The following exemplifies one of the owner’'s managerial idesogi
which influenced planning strategies and organizational change:
One of the big differences in my view, never having worked in a traditional
college is that we operated more as a business enterprise; we wenéydarta
an industry not known for collegiality; we didn’t have a so-called faculty
senate or any unions; basically we operated in the sense that it was a top-down

organization; however, there are a number of ways to operate in this way; one
can operate in an environment as a “dictator” or try to operate with open
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communication; also, asking for and receiving feedback and then setting forth
a doable vision that includes the parties that need to be included; we
reinforced throughout the process, the planning structure we set up; in this
instance it worked well; if I had a complicated long-term objective, | wownlld g
about it in the same way as we did with TESST; and | would try to get a lot of
people involved; that turned out to be favorable; early on [unnamed] and |
figured that no matter how it turned out, the journey involved in achieving the
goal was as important as the outcome ... although we certainly were excited
about the possibility and hoped it would happen, we knew there would be an
opportunity for the organization to become better if we tried to achieve the
goal in the right manner; no matter how it turned out.

In a similar discussion about personal philosophies, the other owner revealed how his
own ideologies influenced organizational change at TESST:

| just want to say something about success; the idea of success and what
success really means personally; like | told my son long ago, ‘You can be
successful by making a whole lot of money’; let’'s say the goal is to make a
large profit but you take short cuts and take advantage of people; and don’t
always make good decisions; and it's possible to sometimes still be profitable
in jewelry business, car dealerships, private career schools or any kind of
business; and people think, ‘Look at how successful that guy is [and] look at
the car he drives’; but you have to be able to follow the rules; to do things the
right and legal way; if you break those rules as | told my son, then you're not
really successful; you know inside you’ve cheated; if you go by the rules
whether it's paying taxes and making a decision when someone is
complaining, you look at both sides of the issue and know for certain you are
making the right decision; and in spite of doing this, it's still possible to make
a profit and be successful; then you can believe yourself as successful in
achieving goals without regret; always take the high road; so when [unnamed]
and | started a new company after selling TESST, we named it ‘High Road,
LLC’ because we always took the high road; so that’s the story; it'steasy
cheat and get ahead; but you really know inside that you got there by cheating
and never know for sure if you were good enough to achieve success in the
right way; it's better to earn respect from others and self-respgmi iflo it

the right way.

One participant commented on the owner’s leadership style and beliefs asfollow
[The owners] treated us all as equals and tried to do things in a way that
wouldn’t show favoritism; one of the things | applaud them on is management

style; they never pitted groups, the programs or the school directors against
one another; they did not see any benefit in operating that way.
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Individual Benefits Not Identified in the Interviews

A total of 23 out of the 33 individual benefits that were identified in the
literature review were not mentioned by those interviewed as individual benefits
building alumni funds (EV 2); enlarging endowments (EV 3); increasing fealedal
state funds (EV 5); adding new programs (EV 6); building new facilities (EV 7)
acquiring new technologies (EV 8); accessing student markets (HR 1); imgprovi
faculty and staff (HR 2); pursuing political agendas (PV 1); affiliatinty wsteemed
organizations (PV 2); acquiring visibility (PV 3); acquiring independencesPV
accessing inner circles (PV 6); attracting scholarly students (SVigggeng in
upward striving (SV 3); social leveraging (SV 4); gaining legitimggy 5);
achieving prominence (SV 6); emulating others (SV 7); seeking compliance3PSV
internalizing values (PSV 4); conforming to ideologies (CIV 2); and building on
sagas (CIV 3). The interviews did not elicit responses concerning these &riable
This finding is discussed in Chapter 5.

Summary

Two kinds of forces were identified in the study: external trends and internal
factors. Three out of six possible external trends were identified as fdbrs t
influenced individuals at TESST: economic, human resource and political. The three
external trends were not identified as external factors include: socidhgbsgical
and cultural/ideological values.

The organization’s internal circumstances, that occurred prior to the decision
to change TESST'’s mission and status, centered on these six areas: econoamc, hum

resource, political, social, psychological and cultural/ideological. thegethe
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external trends and internal circumstances drew the attention of key indivitluals a
TESST.

Table 3 below illustrates how each of the six participants (coded A — F)
reported on variables during the interview sessions. The responses regarding ea
variable were entered on the table according to one of three categoriespofigd
to be a factor of change, (2) reported twobe a factor, and (3) did not mention in the

interview:
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Table 3. Variables Identified

SUB-VARIABLES RESPONDENTS TOTAL RESPONSES
1= reported to be a factor repgrted repgrted ngt
2= reported to not be a factor to be a tonotbe | mentioned
3= not mentioned as a factor A|B|C|DJ|E]F factor a factor

1 | EV 1 Increase salary 212 (3 [1(1]1 3 2 1
2 | EV 2 Build alumni funds 3132 ]3([3]3 0 1 5)
3 | EV 3 Enlarge endowments 313(3[3([3]3 0 0 6
4 | EV 4 Increase tuition 1[1)]3[3]1]3 3 0 3
5 | EV 5 Federal & State funds 1 /3|3 |3]|1]1 3 0 3
6 | EV 6 Add new programs 313 (1]1([3]3 2 0 4
7 | EV 7 Add new facilities 1[3]3[1]3]3 2 0 4
8 | EV 8 Add new technologies 31211 ]3]3 3 0 3
9 | HR 1 Access student market 313 (3113 2 0 4
10 | HR 2 Improve faculty & staff 1]1]1]1]3]3 4 0 2
11 | PV 1 Pursue political agenda 1]1)13]1]3]1 4 0 3
12 | PV 2 Affiliate with esteemed orgs. 113131 ]|3]1 3 0 3
13 | PV 3 Acquire institutional visibility 1[3]1[3]3]3 2 0 4
14 | PV 4 Power & influence 1[3]3[3]3]1 2 0 4
15 | PV 5 Institutional independence 1 [(3]1]1]3]1 4 0 2
16 | PV 6 Access inner circles 1]1)]3[3]3]3 2 0 4
17 | SV 1 Improve institutional stature 1 (1]1]1]3]1 5 0 1
18 | SV 2 Attract scholarly students 313(3[3([3]3 0 0 6
19 | SV 3 Upward striving 1]1)13]1]1]1 ) 0 1
20 | SV 4 Social leveraging 311 (1]1([3]3 3 0 3
21 | SV 5 Gaining legitimacy 1]1]1)13]|3]3 3 0 3
22 | SV 6 Achieving prominence 313(3[]3([3]3 0 0 6
23 | SV 7 Emulating others 1131313311 2 0 4
24 | PSV 1 Esprit de corps 1131313313 1 0 B
25 | PSV 2 Group cohesion 3133 [1]1]3 2 0 4
26 | PSV 3 Compliance 313[3[3[3]3 0 0 6
27 | PSV 4 Internalize 3/1[1]3|3]|3 2 0 4
28 | PSV 5 Self-worth 3 1 3 3[1]1 3 0 3
29 | PSV 6 Trust 3/1[(3]3[3]1 2 0 4
30 | PSV 7 Morale 11313 ]|]1]3 3 0 3
31 | CIV 1 Institutional identity 3 /1 (13 ([3]3 2 0 4
32 | CIV 2 Institutional ideologies 113|113 |1]3 3 0 3
33 | CIV 3 Institutional sagas 1]1]1)13]|3]3 3 0 3
34 | OV 1 Customer service 1]13]1]3]|1]3 3 0 3
35 | OV 2 Increase market value 2 13[3[3]3]1 1 1 4

Most influential variable =

Potential variable =

-
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Column (1), under total responses, identifies the number of interviewees who
mentioned a variables as a factor in the change. The variables that weometenti
by four or five participants are those coded pink. Column (2) identifies three
“potential” variables (coded yellow) that one or two participants reportetb ot a
factor of change. The far right column (3) reveals the variables (coded biugyeha
or six intervieweees did not mention or rarely mentioned during the interview
sessions. Out of 33 variables that were identified in the literature revievwyéoe
never mentioned during the interviews: enlarging endowments, attracting Bcholar
students, achieving prominence and seeking compliance.

The table illustrates that a total of 31 change variables were reportéd by a
least one respondent. In all, 29 out of 33 variables that were first identified in the
literature review were reported by those interviewed to be factors thatno#d
organizational change. Additionally, two sub-variables in bold black text were not
identified during the literature review but were mentioned during the interviews.
These findings are discussed in greater detail in Chapter 5.

Change Process

The change process at TESST can be characterized by the followingsfeature
1) time frame; 2) participants and extent of participation; 3) principaliges; 4)
nature and extent of communication process; 5) helpful features of the process and 6)
unhelpful features.

Time frame
A timeline was constructed from the interview transcripts, institutional

documents and Maryland Higher Education Commission (MHEC) records for the
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purpose of understanding the change processes that took place between 1998 and
2001. The table in Appendix D provides the time table for this study.

In TESST's early organizational years the schools’ two owners were tbcuse
on building a solid financial and programmatic foundation. After acquiring ahlyealt
but stable flow of income for the institution, the owners began exploring the
possibility of expanding their student market, adding more campuses and developing
new programs. By spring of 1998 the owners shifted their focus to the idea of
changing TESST’s mission to degree-granting status. The following resparse
of the owner’s descriptions of how the idea to change TESST’s mission and status
emerged:

| don’t remember the exact time the idea occurred but it was always

something we considered; we always thought that if Capitol COltengd do

it so could TESST one day; no one other than [my partner] and | thought of

the idea ... we both did ... it was the both of us who said, ‘What can we do

with what we have here and go to the next level?’... so we said, ‘Well here we
are; let's go ahead and go for it’ we sat down together and said, ‘Okay, we
think we can do this, let’s bring in the [education directors] and our school
directors; and let’s let them know we want to do this [and] then get their
feedback before we move to another step’; we did not tell anyone else until we
knew these key people were on board; so that’s how it started.

Another participant described certain events that were taking place abtotdtbe

owners made the decision to pursue organizational change: “There wergeei

in which the [owners] laid back and thought about a transition; but the boom in the IT

[industry] also coincided with their decision to change TESST to a college.”

One owner revealed that organizational change was strategically irategbor

! 1t should be noted that Capitol College is locdteHaurel, Maryland and was founded in 1927 as
Capitol Radio Engineering Institute (CREI); CREIsxmnon-profit private career school which
offered electronics courses via correspondencEdf4, the former Maryland State Board of Higher
Education approved the school to become a colladegeant associate degrees; CREI was renamed
Capitol College; and in 1965, the college was apgddo grant bachelor’'s degrees in engineering
technology (MHEC file; Capitol College Catalog 2627G08).
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into TESST's program development plans:

When we were considering developing IT programs at TESST, [my partner
and I] discussed the expectation that one day we would pursue degree-
granting status; so it seemed important to fold this concept into the equation
while forming the new program ... so we felt that in our own evolution as a
postsecondary institution, organizationally TESST had built an infrastructure
and expertise that we could bring to bear in the [change] process; [we knew]
TESST could be competent and able to deliver quality degree programs once
we gained MHEC approval; this seemed a natural next step in growing as an
institution.

When asked how staff members first heard about the owners’ decision to
change TESST’s mission, the participant stated:

It took the [owners’] wealth of experience and research before any of us were
made aware of their [organizational change] goal; and then once they let us
know they were committed to providing the capital to make this happen like
faculty salaries, advertising, application fees to Accrediting Comomni gxi

Career Schools and Colleges of Technology.

Another participant also recalled how the owners arrived at their decisibarige
TESST as follows:

You don't just wake up one day and say, ‘Oh, let's become a college.’ | think
it was [unnamed owner] who said he came to realize the only reason he
wanted to sell was because he hadn’t done anything new recently; the [other
owner], being [who he is] reviewed the COMAR regulations and responded,
‘Yes, we can become degree-granting and this is how we will do it.’

One person remembered being surprised upon learning the owners’ decision:

All I know is that the [school owners] called me up one day and said, ‘Would
you help us and consult so we can apply to become a college?’; | had no idea
before that phone call .the [owners] called me up and asked me to help

them to transform TESST school into a College; | said, ‘Sure’ ... this was a
no-brainer; but | was particularly interested because | liked the feltbere

were other proprietary schools trying to hire me as a consultant ... | was
surprised and thought it a neat idea.; | had never done this kind of consulting
before ... | was doing all kinds of projects for [a national organization] at the
time; | told [TESST’s owners] | would love to help [as a consultant]; so |

wrote up contracts [and] we came to an agreement; and then | met with them;
so that's how I first learned they want to change TESST into a college ...
another charlatan [private career school owner] came along and wanted to pay
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me a lot of money but | declined; bottom line is when the [TESST owners]
called me | was delighted; [they] are good decent people.

According to the participants in this study, the owners were tight-lipped about

their goal until the day they announced their decision to their top managers. The

following individual spoke about the meeting in which the announcement was made:

I’'m sure | was there when the [owners] announced it; in fact, | never heard
anything about it until the day all of us [directors] met together; we altdhear

at the same time. ... none of us really knew what to think at first ... so going
from being a private career school to being a college; we saw an opportunity
but a challenge at the same time ... and so we knew we had to demonstrate to
the Commission that we were ready to take on this responsibility.

As one participant commented, the owners held the vision in the back of their minds,

until they made the decision to “move to the next step” and change TESST®missI

The [owners] had a lot of private meetings before hand but | was there when
they introduced the idea and announced that TESST was going to seek
approval to operate as a college; | don’t think anyone knew of this until we all
were gathered as one group; they were very private in their decision-making;
they believed that the campus morale needed to be protected and were
cognizant that gossip about change might impact people’s job performance;
they didn’t want to build anyone’s hopes either until they were ready to
commit resources; it was a huge resource commitment; for example, once we
were approved by MHEC [to offer degree programs], we had to change all of
the signage and letterhead and business cards; it's something one doesn’t
think about until it's time; this was a huge deal; they had to be financially
prepared to do this; it took years before the [owners] saw the return of their
hard work and investments.

The following is a recollection of how the owners introduced the idea to change

TESST:

The senior management team consisted of [the owners], the three campus
school directors, the education directors and the director of
admissions/marketing .we started talking about the idea informally but then
the idea was presented at a retreat for discussion; we all voted for tige chan
and agreed that although it would be a lot of work, we supported the initiative.

Another participant remembered the meeting in which the announcement was made:
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Two [unnamed directors] were there when they announced their decision;
[one of them] is in Boulder now; [a third unnamed director] was there ...

[three more unnamed individuals] were also present; I'd say 12 of us attended
the meeting in all; that was the core senior management group; [the
consultant] was there to introduce himself.

Participants and Extent of Participation

The institutional documents, MHEC records and interview transcripts

indicated that the owners led the change initiative and 12 senior managers (education

and marketing directors) took part in the change process in addition to an outside

consultant. This study regards the managers as “key players” becauksadlibg

significant capability of influencing the organizational change prosessEESST.

When asked who led the initiative, one owner stated the following:

| would have to say that | was the one who was most involved although there
were a number of people involved; if you want to identify the most important
leader internally, | was the one; externally, I'd say it was [m{ned}; [he]

was much more engaged institutionally at an external capacity; in symma
the leaders were [unnamed] externally and me internally.

The other owner also responded with insights about leadership:

[My partner and 1] bounced the idea around with the [senior managers] and
they said, ‘Well that's a good idea but how do we do this?’; so then we started
assigning tasks particularly when we began completing the MHEC
application; we held a lot of meetings to assign responsibilities; [mygohrt
would take some [and] I'd take some and we’d say, ‘[unnamed director], you
need to do this or that’; we distributed the responsibilities around; but
everyone from the beginning was on board; truthfully | really believe they
thought we could do this if anyone can.

The following response describes the senior managers’ perspective of the:owne

The two are very different; one [school owner] is a salesman by nature; the
other [owner] is the one who can be trusted to put the infrastructure in place to
support [his partner’s] vision; they complimented one another; [one] was
inspirational and the [other one] was trustworthy.

Another response provides a similar view of how the school owners complimented
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each other’s style of leading the change initiative:

The [owners] make a good team; [one] is the dreamer and [the other] is the
planner; [unnamed] has the ability to form a long-term vision; he knows how
we can change and grow and do things differently; [unnamed] is more like,
‘This is how we are going to do it, this is how we are going to pay for it, and
this is how we will make it work’; even after they sold the school [to Kaplan,
Inc. in 2002] the two went on to other ventures together in real estate ...
probably [unnamed] was the leader but [the other] chaired a lot of committees;
but one was the driving force; the detail guy; if you meet the two of them one
appears more of an academic type; he looks like a professor and he is more
serious; and the other is more outgoing.

The consultant was charged with specific duties as part of the change team:
The [consultant] focused on the MHEC application and coached many of the
pieces we wrote; he guided us in the type of evidence and documents it would
take to meet MHEC approval and the language; he emphasized strategic
surveys and other data to support our claim that the program was needed.
Rather than taking on the initiative single handedly, the owners selected a core
work group of managers they had personally trained years earlier.alBoey
contracted a former member of MHEC they trusted. The consultant was
knowledgeable about the private career school sector, politically savvy, and

knowledgeable about State regulations and the MHEC application process.

Principal Activities

The key players took on certain tasks that called for communicating and
influencing the organizational change goal. The activities called falsoci
networking, meetings and associating with other individuals capable of infhgenci
the change process. The following is a key participant’s perspective on how the
owners divvied up tasks among the senior managers:
When the [owners] gave us the vision, we each took on a piece of the work to
get us there; so if my piece was researching and talking to employers,

someone else would need to focus on MHEC's [regulation on] library
requirements; each person on the senior management team had different tasks
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even though it might not match to one’s job descriptiense they divided

up 25 tasks that needed to be done and they assigned each person a task; each
of us senior managers had a subgroup of employees to call on to help us
complete the task.

One owner provided his leadership perspective on the process and described the
participants’ activities:

Well [my partner] and | would basically set the agenda [for each mggeind

decide ahead of time how we would [proceed]; then [when we met with the
managers] we would go down the list of what has been done and who needs to
do what and then schedule another meeting; at each meeting we would recap
and report on our areas; we would exchange ideas to help each other over any
stumbling blocks; if someone was having trouble getting information someone
else might say, ‘Well you need to delegate that task to another person, you're
too busy with everything else’; the process kept evolving until we checked off
each task; then we would lay out the sections of the key players at each
meeting.

The same person described how the owners proceeded to embark on the
communication aspect of the change process:

| was able to be more visible as [TESST’s] president [and] more than [my
partner] ... [he] began joining more education type committees ... where |
might be on committees, advisory committees; on career education as a
whole; so together we covered a lot of areas at the time ... because | had been
with TESST the longest; uh, and maybe because | was president of the school;
it [was] easier; but he and | worked equally hard in building connections; he

is a very good speaker with educators and politicians; he’s very bright;
graduated top of his class; and we had this great relationship.

The other owner recalled the research process that pertained to the prafisions
MHEC regulations and application requirements:

We asked [ourselves], ‘What kind of resources do we need to provide to
college students who are not purely career-oriented such as library
resources?’; we reviewed [TESST’s] library resources in conjunctitimtiae

MHEC COMAR regs [regulations], Veteran Affairs regs and actagdn
requirements; we studied our options and ended up focusing on online library
resources rather than adding bricks and mortar; | made sure that the
appropriate resources would be available so that physical science students, for
example, had information that could assist them [in their studies]; some
scheduling and facility issues also needed addressing.
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According to the same individual, the senior managers tapped state, federal and
accreditation organizations for information:

As a process, we gathered mission statements from institutions thay closel
aligned with the proposed college mission; we took a look at the kinds of
issues their missions addressed; we studied the regulations with respect to the
minimum requirements for mission statements of two-year degreergyanti
institutions set in MHEC regulations; we surveyed the accreditation
association regulations and, at the same time, we reviewed the Veteran’s
Affairs regulations even though we weren't engaged in the Veteran’s Affairs
application process at the time; for each program, we consulted an advisory
group within the organization to find out if the changes [we proposed] would
change the mission of TESST ... meetings were convened with the advisory
groups; the information would then bubble up to the Trustees; we met with
senior management staff who also reviewed the application documents; this
ensured that all the folks in the organization at least had an opportunity to give
input on the new mission statement.

The same person spoke about the networking process and how the owners
communicated their change goal to state politicians, policy-makers aret hig
education officials:

[My partner] served on Governor Glendening’s Workforce Investment Board
[GWIB]; [he] served on the Governor’s transition team; although we were
both involved in leading the initiative at MHEC, [he] was our external person;

| would go along for some of the meetings but he had a couple of meetings
with the former MHEC Secretary Karen Johnson; we started some
conversations initially with the previous Secretary Pat Florestano; aheaot
opposed to the idea but it seemed that when Karen got to know us, she was
even more supportive; again, going forward; no one was giving us a free pass
on the deal nor should they; but there was some encouragement [from
MHEC].

One of the former senior managers commented on the distribution of the workload:

“So [the owners] sat down [with all of us directors] and [the owners] brought

in one consultant; [unnamed] worked with us but we did the legwork ...

I've heard of other organizations where they bring in several outside
consultants; consultants do all the work and they end up becoming nothing but
mouthpieces ... but [the owners] allowed us to do the work; we also worked
besides our everyday jobs of running TESST school; | think this is what
generated enthusiasm among people ... we all had a say so.
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The response below also details the consultant’s contribution to the change process:

The [consultant] was very good ... he hadn't [retired] from MHEC that long
before we started [the application process] so he could give us pointers; he did
a lot of the proof reading; so he really was a very big help while going through
that process.

The former consultant described his principal tasks and the school owners’
expectations as follows:

First of all, stage one and stage two [of the MHEC application] had to be
properly written; the [school owners] were assiduous in making sure that
every ‘I’ was dotted and ‘t’ was crossed; there are COMAR regulations that
make it very clear what needs to be done during the two stages ... the
[owners] had to make sure that the application was flawless and justified ...
hard data; we put together the qualitative with quantitative data and this was a
formula for success; they also ensured they followed every aspect of the
statutes and regs; the data is more support than anything else; without political
support and if you have opposition, you still have a chance at succeeding with
hard data; | also presented to the executive staff at TESST the various
components of the application process; the two [owners] divvied up the tasks
among the directors; remember, | was one of the MHEC people who had
actually written the private career school regulations as well as theedegre
granting institution regs; so they were careful to pick me to do the consulting;

| would meet with the [owners] on a pretty regular basis and review the things
that needed to be done and the kind of data that needed to be collected; it was
important to show why TESST should become a college.

Nature and Extent of Communication Process

Although the organization was designed as a corporate top-down structure, the
owners followed a team (or semi-collegial) approach. This orientatioewvidsnced
by the involvement of the senior managers whom they had groomed years earlier
The following response is an owner’s view of the group’s participatory
communication processes:
Internally, we talked about the idea actively for over a year; there lpasia
discussion about becoming a college both internally and externallywould

say many different kinds of processes were required; certainly infondal a
many, many formal meetings; as | mentioned earlier, there were soyne ve
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broad issues that needed to be addressed early on; we started talkingeo peopl
and asking ourselves, ‘How do we begin changing into a college?’; lots of
discussions focused on this question; we had a senior management team
consisting of campus directors who would oversee each campus, education
directors who would oversee the various program areas, a
marketing/advertising director; and we had nine or 10 senior management
people; [my partner] and | held meetings that started with a formal agenda
less than once a month; some of those senior managers had education
responsibilities for their areas and others had campus location responsibilitie
and each had their own hierarchy and team meetings; so the process was both
formal and informal.

One participant acknowledged the owners’ efforts to employ a collaboratizesst

They never said, ‘Hey, today we are going [to become] degree-granting and
this is your assignment’; we all talked about [becoming a college] and came t

a consensus; once we all [owners and senior management] made that decision
[together], we set up monthly meetings and worked on committees; and
everyone had an assignment ... the [owners] always gave us a sense of
ownership in the decisions; the idea wasn'’t just a top-down announcement one
day; they made sure we were all together in knowing what we were going to
do.

Other interactive processes were employed which benefited the charageénis
one participant described below:

A board of trustees was formed; they represented different areas such as
finance and academics; various members of the advisory boards at [TESST’s]
individual campuses also were supportive and provided feedback from
employers; we [gathered] testimonials and kept minutes of meetings to
document the need for the degree programs; we also drew lots of support from
employers; the business community in general was very supportive; |
remember hundreds of employer surveys that proved that the program was
needed; there was very much community support too.

The following response is an owner’s description of the extent of involvement of one
member from the board of trustees:
We had a person in the organization who had a background as a community
college instructor and community college administrator or manager,
management experience; she joined the board of trustees and co-ledithe gro

that was charged with writing the proposal to change TESST to a degree-
granting college; although | sat in on those meetings, | did not lead the group.
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The key players gathered frequently to mull over information at formal meeting
within the organization as described below:

We would gather at the monthly meeting and report on where we were;
everyone had a deadline and had to do research projects to do or whatever you
had to do and turned them in; the [consultant] would be gathering information
and research; so we had constant meetings; we had meetings with the advisory
boards ... it was a very long process; when | look back it never seemed that
overwhelming because everyone had their own piece; not that they didn’t help
each other; but it wasn't like, ‘I'm responsible for the entire application’;
everything was planned out long-range; everyone knew what each person was
doing but you had your piece you were working on; when finished, you would
pick up another piece ... [us directors] had our assignments [but] we also

knew that our staff [of instructors] needed to be on board, trained and
understand what was going to happen; then of course we had to have a MHEC
team visit so each of us had an assignment as well.

The following response described the internal flow of communication and how the
key players influenced their faculty units to join the change process:

| gathered my managers [faculty leaders] and explained the stepsave we
about to undertake; | explained some of the challenges that would probably
take place but also discussed the benefits we would see; so | gathered their
support and set about assigning tasks in order to get their buy in; | took the
same approach that [the owners] modeled for us; | solicited my managers’
input in order to get them on board and to build a sense of ownership; they
became a part of everything; as we started to do things | shared everything
with them; [when] Beltsville became the main corporate office for TE&Y
office was [situated] just down the hall from [the owners]; | brought my
managers to the main campus for meetings to give them updates on how we
were progressing.

The senior managers extended their efforts to other levels inside and outside of the
organization as indicated in the following participant’s response:

Just like we all had our assignments to get the application out, we also knew
that our [own faculty units] needed to be on board, trained and made to
understand what was going to happen; then of course, we had to have a
MHEC team visit so each of us had an assignment as well; when that was
over, we had to prepare for the accreditation visit which meant we basically
had to go through the whole process again; but once we had state approval,
the process was shorter; the accreditation team checked all our documents and
made sure all the curriculum requirements were in place; once we knew we
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made it past the MHEC approval stage, we forged ahead with the
[accreditation association’s] application to become degree-granting; but once
we knew we were approved by MHEC, we waited for the letter from the
secretary of higher education and forwarded it to ACCSCT [accreditation
association]; then came training and hiring teachers; in the meantimesreve w
writing the curriculums all along; we did bring on board a general education
curriculum specialist who helped us build the general education courses [for
the degree requirements].

Another key participant described the extent to which the senior manageasteder
with other areas in the organization:

Although electronics was not my area [of responsibility] | was still pulieal i
many [electronics curriculum] meetings; the other type of meetowséd

on the general education requirements and course levels and how to address
developmental or remedial student needs; it took about six months to achieve
consensus [and] develop a common understanding and a campus dynamic on
how to deal with degree-seeking students; it was a totally different way of
thinking so we all had to make adjustments.

The consultant described how he facilitated the communication process between
TESST and MHEC:

[The] stage | application took time to develop ... | wrote every word of stage |
and Il of the application process; | was highly involved in this way; this is
what | was hired to do; ... what | mean is that | worked behind the scenes;
some people knew that | was TESST’s consultant but | was not publicly
involved; | wrote the letters and everything; of course, | was still frigritths
[MHEC's Assistant Secretary and Director of Private Career Sdhdols

would see them occasionally but never went to MHEC to lobby on TESST’s
behalf; first of all [TESST’s owners] were very personable people and
persuasive ... and so they did not need me in that respect.

Helpful Features of the Process

The participants in the study repeatedly reflected on the tone the school
owners set for the initiative and the owners’ leadership abilities helpful théreye
process. When asked for views about the strengths of the change process, a former

director explains as follows:
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What's the best way [to pursue organizational change]?; getting people
involved and giving them responsibility; if you leave people feeling like
outsiders they will never have a sense of ownership of what's going on ...
when we changed to a college it was because we gained their ‘buy-in’; |
believe in making decisions by committee or consensus and not managing by
walking around; you get input from other folks and let them have a say so;
and then at the end give them credit for what was achieved; that's what we di
and this is what worked the best.

The response below revealed that by building confidence among employees, leader
are more capable of influencing change:

We trusted that [the school owners] would never expect us to work on some
bizarre initiative; they always gave us a sense of school ownership in their
decisions; the idea wasn't just a top-down announcement one day; they made
sure we were all together in knowing what we were going to do.

Another respondent recalled staff members’ level of confidence in theirdesmuat
how this helped the change initiative:

Everybody trusted they had the right vision; [they] were capable leaders of
change and had the right resources to bring about change; everybody in the
organization had tremendous respect for [the school owners]; it didn’t matter
who the individual was or what level they were at in the organization; the
[school owners] were thought to be unique people; everybody trusted they had
the right vision, were capable leaders of change and had the right resources to
bring about change ... [they] were inspirational and trustworthy; people knew

it would happen the right way with no corners cut and absolute integrity;
sometimes in proprietary institutions school owners can be questionable.

One person reminisced about celebrations the school owners sponsored which
produced a sense of loyalty, bonding and commitment among staff thus influencing
the change process in a positive way:

We had a lean management structure composed of directors such as the
director of financial aid, the director of marketing, and the education disector
All of us directors operated on the same level; we reported to [school owners];
they gave us the same respect as they gave each other; we saw this as very
important in gathering our support ... we did everything together like
Christmas parties, company picnic every year; everybody at Christimeas

got a bonus; that’'s unheard of now; if it was your anniversary at TESST you
got a bonus; they did things they didn’t have to do; this grew people’s loyalty
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toward the organization; so when [school owners] made the announcement
[about organizational change] we believed in the vision they had ... so when
we needed to talk about something that would affect the whole organization,
we would all sit down at the table together; that’s like a family; that’s jpart o
TESST's culture; we were a really close-knit organization.

One of the owners was well aware of how organizational morale can help or hinder
the change process:

| would say overwhelmingly, the morale was excellent; but no matter how
good change is, it does not occur without some pain; overwhelmingly the
morale of the key players who were closest to the change [process]; tieey wer
really excited about the possibilities; | believe this permeated to otlets i@

the organization; | can’t remember anyone who saw it any other way; now if
we announced, ‘No more diploma options will be offered but only degree
options,’ | believe a lot of folks who had been in the institution many years
would have opposed the change; | think they all saw it as an opportunity to
add more options and hopefully TESST would become more successful.

Personal leadership styles also influenced the change process as the o¢her ow
described below:

Well, I had this philosophy on training managers ... and [my partner] will
verify this ... when [he first became my partner], he and | sat in the same
office [facing] desk to desk [in Hyattsville]; and | wanted him to know
everything that | knew about TESST and [how to] run TESST before | would
move on to try; you know, open another location; so then when that six
months [of training] or so was over we started looking [for a new campus
location] and found the Alexandria [Virginia] location; by then he was ready
to take over running the main school in Hyattsville on a day-to-day basis; [this
allowed me] to set up the new campus from the ground floor up ... and
manage that until it was up and running ... and we opened the first TESST
college expansion on Duke Street in Alexandria; yes, we were there a number
of years; it was very successful there and I think we had maybe up to 400
students at one time at that location; then when that was up and running ... |
[hired] new school directors and trained them for about six months [in the
same manner]; they would sit right across from me in the same offige ever
day until [my partner] and | felt comfortable that they knew everything

knew; they would answer the questions the same way | would [and] respond
to students the way that | would.

When the same owner was asked to describe the most effective aspect ofigiee cha

process, he responded as follows:
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Two things: [1] selecting the right people to head the components that need to
be done; let’s say in this case components of the application to become
degree-granting and organization; the most important aspect was to clearly
state the goal and purpose at the very beginning [of the change process]; any
project depends on the right people at the top tier; [partner] and making sure
we are on the same page; [2] then clearly state your goal to the otheas such
how and when things need to be accomplished; and clearly communicate
expectations about what is being delegated; then set up the date and time to
pull everything together so that everyone reviews each person’s cootduti
and develops one single document that involves one or two people to pull
everything together; [select] someone who is best at writing ... and [someone]
good at presenting.

The other partner also provided his view on what he believed was helpful in the
change process:

The only way | know how to answer that question is to say that if we were
meeting with employers at a TESST advisory board meeting for example,
would focus the discussion on what the change would mean to employers
[and] stakeholders in the workforce community; and not what it meant to the
organization; if they wanted to know about how the change could benefit the
organization, | would address the questions and then redirect the discussion by
stating, ‘We value your time and input, this is what we see as a potential
outcome or reward as it relates to you as employers; are we on target here
did we fall off the back of the truck; help us understand this possibility’; so we
tried to focus the discussion to the audience we were talking with to see if
they had a particular interest or expertise.

The following is a description of a senior manager’s views on helpful features of the
change process:

Well, I think we did a lot of telling people about what TESST is about, our
accomplishments, outstanding graduation rates, our job placement rates when
compared with traditional colleges; and we showed them how our [national
accreditation association] held us accountable [and] was as good as regional
accreditation; | think we got a lot of information like this circulated in the
higher ed community; when we were met with resistance it was lots of
educating key people [and] inviting them to visit TESST and [meet] the
students; employers and key people from the traditional college sector [as
well]; it was mainly re-educating people.
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Unhelpful Features of the Process

The transcripts indicated that the owners also relied on their business instincts
and experiences as they proceed in the change initiative. When asked to discuss the
least effective aspect of the change process, one school owner responded:

| guess | didn’t know better; we sensed our way through this and relied on our

own professional experiences of other projects; one thing we found that

because TESST had to do so many reports for MHEC [such as] federal,

Veteran’s Affairs and accreditation, we gained the background to do this kind

of project; it was on a larger and different scale but the principles are the

same.
By inference one can surmise that a lack of experience can hinder the cloaegs.pr
In response to another question about threats that might have inhibited the change
initiative, the same person stated:

Well, first the obstacles weren’'t what we expected; we wondered if MHEC

would accept the idea of TESST becoming degree-granting; so we were

concerned; the second was if other colleges would oppose the idea; we knew
no other college had an axe to grind with TESST or reason to see us fail; the
other career schools were surely envious and wondered if we could actually
succeed or not; there are good reasons why some private career schools have
not succeeded in becoming degree-granting; unless the schools that apply are
willing to meet all the [MHEC regulatory] requirements, then in my opinion
they should not be granted degree-granting status; if they are [in compliance]

they should be allowed [to grant degrees]; and they should have been doing a

good job all along while in the private career school business.
The response was interpreted to mean that a lack of communication with prospective
competitors in advance of the initiative could have obstructed the change process.
Additionally, the owner believed that a private career school that fails to merfor
its own sector is not worthy of becoming a college.

Another response concerning features of the change process was described in

retrospect as follows: “I learned that the leaders and leadership haveete lelihe

objective themselves as well; this made a big difference; any negatieespsdnpuld
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be removed from the [key] team or they’ll bring everybody down.” One owner
illustrated this belief about drive and commitment in the statement below:
Finally, one owner indicated that he and his partner were extremely dedacéted t
change goal. As stated below, commitment was a key aspect of the phacegs:

All [my partner] and | became concerned with was being approved to offer

degrees; we knew we could more easily become degree-granting in &irgini

but unsure about Maryland and MHEC approval which had stricter regulations

[than Virginia]; but until we knew we would be approved in MD we did not

apply in Virginia [to operate as a degree-granting institution]; for TERST

only option was whether or not we’'d receive Maryland State approval; [my

partner] and | knew that if we were approved by MHEC, we’d be approved by

the accreditation association [as well]; we felt qualitatively,oould achieve

Maryland State approval.

The next section concerns the social exchange processes and bargaining
activities that helped the school owners overcome challenges to TESST’s change
goal.

Social Exchange

For this study, the social exchange process is defined as a course obwction
which people in organizations interact with others by cooperating, negotiating a
trading economic, human resource, political, social, psychological and
cultural/ideological values through a network of relationships and associations. The
interview transcripts yielded evidence of value conflicts inside the agizon as
well as disagreements with individuals outside of the institution. The studyadaly
for exchanges of values among stakeholders and key players through sucksctiviti

as bargaining, compromising, exercise of authoritygand pro quo During the

change process these social exchange activities were employed as/key sgaout
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to resolve internal and external differences among individuals, and gathert$appor
the change initiative.

Internal Conflicts

One of the owner’s statements exhibits the presence of social exchange
processes: “No matter how good change is, it does not occur without some pain.”
Value conflicts and social exchanges occurred primarily among the samkang
faculty members who had taught basic electronics repair courses ferRyd&ESST;
according to one participant, “They taught from the perspective of a ‘blue’coll
worker.”

Acquiring support from the senior instructors in the goal to change TESST to
a degree-granting college was challenging for the owners and keysplafaues
that were grounded in a small vocational school culture conflicted with those of
traditional institutions. Additionally, regulations under COMAR §13B.02.02.17
(1995) required TESST's instructors to have completed their studies at a rggionall
accredited or internationally recognized institution; at least througma#iséer’s
degree level and in the field in which the instructor taught. As a result, senily fac
instructors faced conflicts when new traditional-oriented college instsiatere
hired. For the first time, key leaders were confronted with internal candiimbng
the faculty. Without a faculty senate in the traditional collegiate senskciliey felt
they had no voice and devalued in the process as one participant described below:

So during stage one [of the MHEC application process] we [senior managers]

remained silent ... in the very beginning, the discussions only involved the

senior management team [and] faculty were not involved; it wasn't until we
had completed most of the pieces [of stage one]; we didn’t want to embarrass

[the owners] if we didn’t succeed ... then there was an apparent shift; the
small shifts accumulated into one large dynamic change ... but at the same
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time we [managers] also needed to bring in new faculty; TESST happened to
have faculty who had stayed on for a long time ... [this] group of long time
employees feared or resisted [organizational] change; some had iedmewi
organization over 20 years and their applecart was upset; there were fears
about MHEC regulations and requirements for faculty credentials; [before
TESST became a college] most of this group of faculty only needed to have
technical experience and no degrees; there were concerns that [new] PhD’s
and master’s faculty would threaten their positions; they wondered if TESST
would [continue to] be the same organization [after becoming a college] ...
instructors feared loss of control of their futures; their comfort levels wer
disrupted ... at TESST a group of electronics instructors were ingrained in
their own culture and were not as in tune with new technologies; they also
happened to be older [and] in the middle stages of their lives; they seemed to
be at a life-cycle point [in their careers] and maybe they weren’t as open to
change or didn’t desire to improve their educational levels ... to meet the
demand [as a result of increasing enroliments] a large number of [retj/fa
were brought on board; these were people who had no previous knowledge
about TESST, were not part of the culture and they were very young and
aggressive; so we brought in a seasoned team of instructors from the three
[campus] locations [in Maryland]; there were about 65 instructors who had
[worked] at least three to 10 years with the organization with an average age
of 40; the new instructors were 25 to 35 years of age; they were totally
focused on technology and continuous learning; they were completely
different from the seasoned instructors; they brought a whole different spirit t
the table.

The same participant added further insights and described how resolution was
achieved through negotiation, feedback, and exchange:
There were a lot of faculty meetings to inform and prepare them; it's the
unknown they feared; when they knew they could deal with the changes in the
organization they were informed and asked for their feedback and input; we
involved them in trimming down the technical course requirements; this made
a difference.
Other stakeholders such as students and employers were also conflicteti@bout t
Associate of Applied Science (A.A.S.) credit hour requirements. The following
evidences negotiation processes that took place in the organization:
The biggest challenge was the electronics program; MHEC [regulations]
requires that the A.A.S. degree cannot exceed 105 semester credit hrs with a

minimum of 90 hours; but the electronics instructors really wanted to design a
program that exceeded 105 hours; yet the students thought this as too long; the
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pressure from employers called for basic skills in addition to applied skills
specific areas; so there was conflict between long-time faculty anapeng|

how to marry the need for basic and technical skills proved challenging; there
was a lot of trepidation among the long-time electronics instructors; we were
forced to make choices to reduce the technical course hours so that we could
add the required general education component [to the degree curriculum]; this
was the biggest struggle in meeting after meeting [with facultyjpagh
electronics was not my area [of expertise] | was still pulled into many
meetings; the other type of meetings focused on the general education
requirements, course levels and how to address developmental or remedial
student needs .it was a totally different way of thinking so we all had to

make adjustments.

It's funny because we had to remind the [owners], ‘Why are you listing clock
hours instead of credit hours in the catalog?’; they even had to get used to it;
for example, once TESST became a college, if there was a snow day, we had
to make up the hours; TESST holds classes Monday through Thursday so we
would hold extra classes on Friday to compensate studetfte old ‘clock

hour’ concept took time to dispel; in the collegiate setting it's not the minutes
that count so much as it does student’s work and assignments and what they
learn; it takes a while [to adjust one’s thinking];

Hiring the right kind of instructors who knew how to teach courses to non-traditional
students presented a challenge that called for a loss in status among lofag:titye
in exchange for improved instruction:

The biggest challenge was in finding the right faculty; it's great to have a
Ph.D. on the faculty but if she/he can’t break down the concepts in a way that
allows the two-year student to learn or if the student can’t grasp the
knowledge, the faculty person is useless; so at one point we were screening
many faculty resumes; we would screen out the kind of instructors who
lectured all day as opposed to those who also applied their knowledge; our
students didn’t need to be talked to all day, they needed real world skills;
during the 1990’s we didn’'t have the ‘No Child Left Behind’ programs so we
were getting students who were pushed through the school systems without
adequate educations; this was challenging; so having faculty members who
could help these students was an asset; they were able to understand how to
balance a lecture; we also put in place tutoring programs; the general
education mathematics and science instructor [we hired] was a Phdaok it
him four or five years to adjust [to TESST’s non-traditional culture]; his
background was very traditional; | sat in his class the other day here 8T TES
College and realized how far we have come as an institution to offer this kind
of instruction; and not everybody can teach distance education courses; at
every level the instruction makes the difference in a student’s educational
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experience.

As noted earlier, TESST was owned and managed by two corporate owners
and each took on a distinctive leadership role to influence organizational change.
One of the owners specialized in day-to-day business and interacted more lyequent
with individuals inside the organization during the change initiative. The other owner
associated with external constituents such as influential politicaladéfi@ommunity
leaders, traditional college presidents and social groups. Both individuals engaged in
social exchange processes to achieve organizational change at TESST. othegoll
is one owner’s internal perspective on conflicts among senior instructors and
employment of exercise of authority:

We had to work harder with the technical faculty to address the higher level of
educational requirements for hiring faculty who could teach courses for the
degree option; it was overwhelmingly difficult but communication was key;
[the process] needed to be open; my sense was that communication was
successful; if there was any apprehension about the change it was probably
among the technical faculty; but we were able to overcome this problem when
the instructors finally realized that no one would lose their job as a result of
change; they also realized that they would need to improve their own
education credentials to keep up or feel comfortable with the new faculty; in
some instances the comfort zone levels of long time instructors were shaken;
that's a reality.

In another area of the interview, the same school owner indicated that in order
for staff and faculty to reach consensus, the owners employed negotiatiguicind
pro quo(or giving and taking):

We were also looking carefully at the fact that we had not offered any enera
education coursgzer seso we had a lot of discussion about how the courses
should be structured and which courses would make the most sense; we ended
up concluding that for TESST, we would stay with a fixed program where
students would enroll and progress with cohorts all the way through; and they
would take a general education course per term in conjunction with the
technical courses; we wanted to know what was right and how should we

bring general education instructors on board; organizationally how should
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general education instructors be incorporated; what should that look like [and]
who should supervise them; how can we make sure there is not a disconnect
between the practical courses and general education; this was sorttehing
was way beyond the mission that we all had a lot of experience with ... we
used to preach that the big advantage of attending TESST was that general
education courses weren’t necessary; so this was a different type of thinking
we needed to adapt to; those were some of the things the organization was
coming to grips with.

The same school owner further described his own values and convictions which he
held to firmly throughout the change process:

[My partner] and | were enamored with the concept of quality control and fel
that one way to do this was to standardize the program; in this way, we were
teaching the exact same way at all three Hyattsville, Baltimmaté/aginia
campuses; we were offering the same curriculums and instructional hsateria
our instructors did not have the flexibility to choose their textbooks; textbooks
were selected through a peer review process; instructors had some input but it
was not their first choice; so this is different from a collegiate ingtituthis

is how we incorporated quality control; similarly, we offered the same major
exams; a student taking a final exam at the end of the term in Beltsville would
take the same exam as a student in Baltimore or Virginia; this is something
that made us different from collegiate institutions.

The other school owner described similar values as follows:

Our concern was that there starts to become a mutation of the curriculum and
the teaching [in] the way classes are taught; maybe even the instructional
materials start to drift away from the original core curricula avalsy [my

partner and I] made sure that each TESST campus was the same; and when
[unnamed electronics director] would visit the TESST campuses and find an
instructor changing the final exam for week three such as adding a new test
guestion or changing it entirely, he would meet with the instructor and would
gather all semester three instructors to ensure uniformity in instruatiem

there are individual campuses and they start to diverge how far is the
institution going away from the original programs for which it was approved?;
in a number of years programs could be completely different and mutation
results; that's something that could be happening now at Kaplan/TESST,; if
[my partner] and | were to return to TESST and review the programs I'm sure
they've changed from the original programs we established.

The following statement indicates that the newly installed board of truesteessed

their authority over the faculty via the senior managers:
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| would see staff at the trustee meetings thinking, “Oh, shut up’; [laughing
the trustees would pontificate ... whenever we asked instructors for certain
information for the trustees they would go, ‘Why?’; so we would have to go
through explanations which was frustrating for them.

As one participant described, the school owners were motivated to trade sonie of the
own formal authority (or referent power values) in exchange for broader overgight b
the board of trustees in the tradition of collegiate institutions:

Just one thing, the board of trustees was very important to TESST; that was a
very different thing once it was established at TESST; here you have two
long-time owners of TESST who are used to running the school; they are the
top bosses; then when TESST wanted to become degree-granting they needed
a board of trustees to oversee the operations; although the trustees are not
owners they still have some control [or legitimate authority]; decisitilhs s

must be run past the trustees and they can ask tough questions; | think this was
hard for some individuals in the organization to swallow; the trustees were not
in love with us; [but] we knew this was good for achieving the [organizational
change] goal; they asked good questions [and] they were serious; their roles
were not taken lightly; they formed a long-range planning committee,
academic affairs committee [and] community relations committeleeyf

gave us assignments we knew to do it; so this was new and different for all of
us; even though [the owners] were our bosses we still were indirectly
accountable to the trustees; it was very hard for some people; sometimes [the
owners] would get funny looks on their faces like they were thinking, ‘Wait a
minute, are we running this store?’; this was some new level we all had to get
used to until we realized that the trustees were part of the team like m¥eryo
else; this was a very different organizational concept going from agrivat
career school to a college organization; | can see the same resistamce e

now ever since Kaplan acquired TESST; some Kaplan College boards are
very tough; especially those that are regionally accredited; theylk@ ca

board of governors; the Kaplan boards are highly involved in the decision-
making process.

Another participant also observed how the schools’ owners traded-off some of their
power and influence in exchange for a more collegiate organizationalisgruct

| also observed changes in the individual campus leadership during that time;
[the owners] had an organizational management structure that is different
from a traditional institution; this allowed for some diversity to happen; in the
late 1990s when the organization became larger and by 2000, the owners
realized they couldn’t operate that way anymore; so some of their influrence
the organization ebbed; they couldn’t manage in the same fashion any longer;
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there developed a middle management layer that drove changes in the culture;
from a student and staff perspective, this was evident; the administrafive st
also grew in order to handle a larger student population which also influenced
organizational change as well.

External Conflicts

Social exchange processes were exhibited by the key players when they we
confronted with external challenges and conflicts of interest. Some pbsentiaes
of conflict were anticipated as one participant stated:

We saw the obstacles coming from outside [the organization] and not the
inside; the obstacles were thought to be the traditional colleges; we also
expected opposition from the community colleges [because] they were
starting to compete for the same student market; the University of Mdryla
also began marketing certificate programs around that time; so were the
community colleges; so we were all competing for the same student
population; although most of the traditional colleges don't like to admit this
they thought they had complete ownership of all degree programs; this isn’'t
true of the proprietary college sector; so we thought of the traditional sescto
an obstacle from the start.

When asked to describe obstacles to the change goal, one owner stated that MHEC
was perceived as a potential threat early on in the change process:

Based on my perception, | believed the biggest opposition would stem from
political forces and regulatory forces at MHEC; whether or not this was a
reality, we thought it important to overcome the political aspect; thatsay,

we knew other institutions in Maryland were already offering similaregegr
programs [and] had no desire to have another competitor; why would they; but
we knew there would be an opportunity, whether the Maryland Independent
College and University Association [MICUA] lobbyists that represepitGha
College; or Johns Hopkins and others; we didn’t know where the opposition
would emerge; so the unknown was an obstacle; but we overcame this
obstacle in part through ‘timing’; when the University System of Maryland
opposed the Appollo Group’s University of Phoenix proposal to offer degree
programs in Maryland [and] they ended up being approved, | perceived this as
a culture change in the higher education community in Maryland; after this
occurred there was a perception that for-profit collegiate education is not new
territory anymore; also in terms of timing there was a tremendous market
demand in the IT [industry] at the time; in fact we had the blow-up in the IT
industry in 2002 in the IT and .COM industries; if TESST had applied for
degree-granting status one and one-half years later, we might not have had the
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same employment demand [to prove need for the degree programs.
The “external” owner tapped his relationships with college president inidrzedi
institutions as described below:

What arguments were made for and against the change? Not within the
organization; Maryland is different from other states that I'm aware of ...
competitors can object or protest to a proposal; so here, we were primarily
concerned that the community colleges would look at TESST as competing
with them as they always have; but the relationships we had [developed]
allowed us to meet with community college officials such as [unnamed] of
Baltimore City Community College who said ‘I'm not going to object, I think
you have a right to become degree-granting’; so we wanted to know where we
stood before TESST gets broad-sided by four or five other colleges that might
collaborate and object.

By interacting with traditional presidents, he discovered a potential pbthieat to
TESST'’s change goal:

I'll tell you the one who really gave TESST a hard time; and | graduated fro
the same [unnamed] community college initially; | called the [unnamed]
chancellor one day and said, ‘Hi, this is [unnamed] with TESST Institute;
we’'ve been around for 30 years and | just want to say we are in the process of
applying [for approval from MHEC] to offer A.A.S. degrees; | would

appreciate your time; what are your thoughts about this?’ He said, ‘l don’t
know who you are and | don’t know anything about TESST, but you can be
sure | will oppose it if you're going to be competing with me’; [he] didn’t

know TESST at all; he said he never heard of me; | never met the man in my
life or saw him again and he didn’'t want to talk anymore.

Although he was astonished to learn that the college leader would oppose the change
initiative, the owner gained valuable knowledge as a result of the discussion:

That surprises you; ha; | couldn’t believe this; it was like he basicallytdidn’
know | was on the Governor’s Workforce Investment Board and had MHEC’s
support as well as other community colleges; | couldn’t believe his response;
he really didn’t want to talk to me or take the time; he was just blunt and
arrogant like, ‘Are you kidding me; of course, I'm going to oppose a
competitor’; and I'm thinking, ‘Is this a community college [leader|®lidn’t

say this [in the conversation with him] but we were always supportive of
community colleges because they never clashed with TESST before.

Another participant recalled the conflict with the same institution:
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| think some of the opponents were from traditional institutions ... but | knew
there were a lot of colleges who opposed us; | can’t think of his name but he
was the head of the [unnamed community college]; | remember he really
fought our proposal.

The consultant detailed what he perceived as threats from the traditiongésalled
universities to TESST’s organizational change goal:

Oh sure, the community colleges were a threat; and we had three or four
institutions shaking their fingers and expressing opposition; there walyal

be someone in the traditional academic community who objects; these were
obstacles that had to be overcome; the way they overcame these obstacles was
to respond directly and refute the arguments; the opponents mainly came from
the traditional institutions but not as many as we expected.

In another part of the interview, the consultant spoke about powerful individuals at
the state level who could have blocked the change goal had they chosen to do so:

[Unnamed president] was the most powerful in the community college sector;
[but] had MICUA'’s Executive Director and the Johns Hopkins University
opposed TESST'’s proposal, things might have been different; but the
arguments presented to MHEC were never that strong; again, we did our
homework [and] we had the data; there was proof of student and employer
demand for the kind of degrees TESST was proposing; once we got through
that hurdle the whole issue was whether or not TESST would provide a
quality program; it was almost an educational process for the traditional
institutions; we had to convince them that TESST is not going to hurt them or
the students; we [demonstrated] that a different kind of student would be
attracted to TESST versus a community college; there could have been
political obstacles too but there were none in this case; if [unnamed] was still
the MHEC Secretary at that time, she would have alienated people and had
tremendous power to Kill or approve a proposal; the Governor [previous to
Glendening] adored her [and] she knew how to suck up to those who had
power; but she was awful to those she held power over; the point is that under
the previous Governor and MHEC Secretary chances are the proposal would
have failed; no question about it.

In an effort to thwart opposition and resolve conflicts in advance, the owners and
some of the key players on the senior management team set out to gather support for
the change goal by engaging in social exchange processes such asioegotia

exchange, bartering and persuasion:
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But our leaders forged new relationships with traditional college leaders to
overcome [any doubts they had about TESST] ... | co-chaired the Prince
George’s Chamber of Commerce education division; [and there] | developed a
relationship with the Prince George’s superintendent of schools ... [unnamed
TESST director] and | made a visit to Prince George’s Community College;
we developed an articulation agreement with the college president; [he] came
to visit TESST with one of his vice-presidents in May of the year we began

the [change] initiative; they sat with [the owners] and toured the campus,
discussed our plans [to change to degree-seeking status] and we gained their
support; they graciously offered to help us and [the president] said he would
not stand in the way when the proposal goes to MHEC ... one [unnamed
university] president who was on the Governor’'s Workforce Investment

Board and [other] members [of the board] helped [unnamed school owner]
with the change [goal]; the president of the University of MarylandrBaie
County also had a good relationship with [the same owner] so this helped
overcome any challenges and obstacles we thought might come up during the
application process and in the academic community in the State of Maryland;
gathering support ahead of time was the key; also the consultant helped us
because we sat down and talked about strategies such as, ‘Who do we ask and
tap to align support?’; we then contacted key people in the individual schools
and in the community.

Reconciling conflicting values were further evidenced in the followintgygant’s
statement:

| knew some of the [traditional institution] officials opposed us although we
had some advocates too; | believe it was Prince George’s Community College
because we had a good relationship with them; TESST also had a partnership
with Chesapeake College where we provided all the instructors and computers
for their IT ... IT was just becoming a popular program in the State...and
Chesapeake was looking for a partnership with TESST because we could
provide all the computers and instructors for their IT courses; so Chesapeake
understood what we wanted to achieve; TESST also had done a lot of work
with the high schools ... we were very involved with the community ...

TESST also for years did so much charity work with a lot of the boys clubs;
this drew advocates [for TESST]; we had a golf tournament every year that
sponsored the Prince George’s County Boys Club; so we had a lot of support
from the community; we also had a good relationship with Capitol College ...
so they were strong advocates [for TESST].

The statement below described how key players negotiated and influericed the
traditionalist colleagues to support the change endeavor:

There was reason to be concerned that the traditional academic institutions
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would oppose TESST'’s proposal to become degree-granting; | think [the
owners] were the key to overcoming opposition; they relied on the
relationships they had established in the higher education community so we
didn’t have an insurmountable fight ahead of us; [unnamed TESST director]
also had a great relationship with the president of Prince George’s Community
College; he worked to foster that relationship during the course of that year
[2000] to strengthen support for TESST, at some point in time [the owners]
went directly and met with their supporters; they met with the president of
Capitol College to gain his support ... strategically, it was brilliant to seek out
support from other colleges; if they opposed the change we made it very clear
about the type of students who would choose TESST; so they would see that
we had no intention of directly competing with them; Microsoft and other
vendors were also our partners and supporters; they helped strengthen the
academic curriculums at TESST ... so there was a combination of factors that
helped us overcome threats; the relationships we had developed over the years
with those who were direct competitors of ours in the higher ed community
spoke up and said, ‘TESST deserves a chance’; all of this was a ‘confluence’
that enabled TESST to overcome obstacles.

Another participant discussed similar social exchanges as described below:

The most important factor was gaining support from those folks who were
believed to be on the ‘other side of the aisle’ so to speak ... [the owners] also
had good relationships with MHEC [staff] and knew how to use their
relationships. If we would not have gained the support of the president of
Prince George’s Community College and the president of the University of
Maryland Baltimore County the application would have been turned down; if
they had not publicly supported us we would have been all alone; all the work
we had done, would have been for none; so we worked on relationships with
the state officials and every sector [of higher education]; this was the mos
important factor.

The “external” owner obtained the Capitol College president’s support by
establishing that if TESST was allowed to award two-year degrees, thay hkely
continue their studies at Capitol College. The exchange of student resooussss pr
is described below:
We had a long history with Capitol College and we believed that this
institution was a natural pathway for our grads to enter a bachelor’s degree
program; I think the [Capitol College] president also felt that if Capital
College started as a private career school, why couldn’t TESST?; we had

many meetings with Capitol's president; we developed an articulation
agreement with them, he spoke at our graduation ceremony; so we had a real
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good relationship there; those folks were very supportive and they helped us
demonstrate the need for collegiate programs ... at the end of the day the
support of these presidents ... they were [also] a key part of how we overcame
resistance to our application; Capitol College favored approving TESST as a
college even though they were offering similar programs.

A review of the TESST's application documents on file at MHEC indicate that the
president of Capitol College wrote letters of support to MHEC and his endorsement
carried weight in the institutional evaluation process at the agency. The sptse
also evidences social exchange through persuasion and cooperation:

| can’t recall if the University of Maryland Baltimore County objected but
[one school owner] was on the Governor Workforce Investment Board
[GWIB]; so | believe that one of the college officials who objected in the
beginning got to know [the owner] while working with him on the board so he
got to know more about TESST,; so | think [the owner] had won him over by
working with him during GWIB [meetings].

The same participant observed how MHEC diffused conflicts among TESST’s
opponents through exercising its legitimate authority:

| believe there were folks at MHEC, they listened and believed in what we
could do; | remember MHEC telling [the opposing college officials]
something like, ‘We can’t kick out TESST just because of [unnamed
community college in Baltimore County]; you should offer better quality
programs so students go to your colleges in spite of TESST’; other than that
no one else in the higher ed community fought us; it was just a few traditional
institutions that wanted to hold on to the little pieces of turf and hold back
something new; but we also had some advocates among the traditionalists.

The owners shared similar views about the important relationships he and his partner
developed with MHEC officials:

Actually through the support and encouragement from MHEC, we looked at
the individual and most reasonable type of degrees that would fit best with
TESST ... and once we knew that we really had MHEC's support it made
everything much, much easier; it was like, ‘| see what we are supposed to do
[and] if we have questions MHEC will help us out; we’re not going to try to
take any short cuts but we are going to do what needs to be done’; and then it
really became a unified effort; we knew that to take short cuts around the
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regulations would not be a good idea but we appreciated the Commission
helping TESST to get to that point.

The owners’ colleagues set out to negotiate and lobby on behalf of TESST as
described below:

At the time we began seeking degree-granting status [unnamed] was the
assistant secretary for planning and academic affairs at MHEC; heragedu

us to submit an application; couldn’t predict the outcome but encouraged us

... we waited a little longer than we should have to get the process started; the
only thing that comes to mind is that in his capacity as the assistant MHEC
secretary [was that] during the comment phase of the TESST proposal he
chose to set up meetings [with college presidents to discuss their conlkerns];
personally attended and moderated meetings and he was able to get to the
heart of the issues ... in his capacity as the assistant secretary [and]tdari
comment phase of the TESST proposal [to become degree-granting] he chose
to set up meetings with all interested institutions and associations [in
Maryland]; [my partner] and | never attended those meetings but [we heard]
he was able to diffuse the opposition to some extent; he attended a meeting of
the Maryland Association of Community Colleges or MACC; MACC had
submitted a letter of objection to our proposal application; at that meeting the
presidents of Prince George’s Community College and Baltimore City
Community College spoke on TESST'’s behalf; so when the assistant secretary
left the meeting he said he knew [some college] presidents still opposed the
idea but believed they needed to look beyond their concerns; he went a step
further than what he was obligated to do; | think he was key in influencing the
Secretary of Higher Education’s decision [to approve TESST to become a
degree-granting college] because he had the right knowledge of the issues; he
had no vested interest in TESST whatever the outcome; we really appreciated
his efforts and clearly this was helpful to TESST becoming a degreengranti
college.

The same person was asked if there were other key allies and about the social
processes. He described processes such as cooperation and exchange af:resource

Employers; primarily there were employers; but the biggest supporter who
took the initiative over the top was the Governor [Glendening]; we had
developed a personal relationship back when he was the Prince George’s
County Executive; we brought him in to the original TESST-Hyattsville
campus to show him what we were doing; former Governor Schaeffer who
was Mayor Schaeffer in Baltimore at that time came down to TESST to visit
the school; we asked every major politician in the State at the time to see what
we were doing; and once we had them on our side ... back then we brought in
Jim Moran who was just starting to run for Congress at the time; and we
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brought in State delegates and senators; we invited them to tour the campus
before it opened to show them what we were doing; from that point on if we
needed parking or any permits we would get waivers and building permits
quicker; [organizational change] wouldn’t have happened without these
relationships ... we knew that besides MHEC, the legislators and mayors of
Hyattsville are smart [and] intelligent people; they knew we wergpitg to

pull anything over on anyone [and] that we were bringing an asset to their
community; we developed a good relationship with Glendening when he was
running for Governor and because of all the support we showed... when
Capitol College actually developed a high tech system to broadcast classes
across the State; they were one of the first institutions to do this in Maryland
... from then on, we got to know important people and they got to know
TESST College; so, when it came time to submit the application [to change to
a degree-granting college] ... | had a private meeting with Governor
Glendening and MHEC Secretary Karen Johnson ... she was new to higher
education but once worked for Governor Glendening; she didn’t know much
about TESST; it was a critical time with getting approval and obtaining
[political] support for TESST; and the Governor asked me to tell her about
TESST although she had already checked with other people in the higher
education community [and] other college presidents; in fact we were very
fortunate that only one college opposed TESST becoming a college but that
[opponent] went away quickly and didn’t even get very far; so Governor
Glendening sort of ‘blessed’ the idea that TESST should become degree-
granting; [he] could see no reason why an institution [like TESST] couldn’t be
approved if it met all the standards regardless of whether they were once a
private career school; [if we] were able to meet the standards he was very
supportive of the school becoming degree-granting ... [later on] | was re-
appointed to the Governor’'s Workforce Initiative Board when Erlich became
Governor [and] remained two more years; | stayed on the [Board] under two
different administrations; but | would say everyone was supportive.

Summary

Change processes and social exchange actions were led by the two school

owners and carried out by the senior management team. These individualseithteract

with others by cooperating, negotiating and trading economic, human resource,

political, social, psychological and cultural/ideological values through aonletvf

relationships and associations. Social exchanges took place internally enmehlxt

as values were exchanged between two or more parties motivated by theifyoskibil

obtaining desirable values, such as Capitol College. As for the faculty coh#gict, t
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older instructors minimized the net decrease in their values by cooperatinpavi
senior managers and compromising with the new instructors.

Motivating the social exchanges was a complex set of variables as discussed
earlier in the section on organizational change variables which indicatesbthat
concerns meant more than others. The social exchange processes that influenced
TESST’s change in status was a result of reconciling conflictinggeheariables as
reported by the respondents. The final chapter next contains a discussion of the
findings on change variables and social exchange processes in relationttalifiss s

research questions.
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Chapter 5: Conclusions and Recommendations

A theory of organizational change was developed from a review of relevant
literature to provide a basis for examining the change of TESST Institute of
Technology (TESST) when it became a degree-granting college. This teory
believed to provide a more comprehensive framework than contemporary theories for
analyzing and understanding organizational changes. The study considered the
impact of sets of motivating values predicted to be the variables affecting an
organizational change. The case study sought to verify whether these
values/variables selected offered more promise for understanding origenaizat
change than the less comprehensive sets of variables in contemporary.thHtses
chapter reports the conclusions, recommendations and suggestions for further
research derived from the study’s findings.

Conclusions with Respect to Research Question 1

Research question one was: What concerns about TESST’s environment and
its internal circumstances led it to seek becoming a degree-grantitgtios? Were
there any environmental trends and pressures that affected TESSS$ierdexi
become a degree-granting institution? What were the internal circwsestdnat
suggested the need for the organizational change?

Responses to the question captured the external events and internal
circumstances that served to identify the starting place when key |badens
thinking about changing TESST. The first part of the interview question asked
participants about external trends including economic, human, political, social,

psychological, and cultural and ideological.
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External Trends

Variables from three sets of external trends were identified by theijpants:
economichuman resourcandpolitical. Together these environmental forces
operated as incentives that affected TESST'’s decision to become a degtesggr
institution.

Economic variablesMost of the respondents referred to the state’s economic
down turn as a compelling trend. They often discussed the situation in association
with the nature of the profit driven sector where private career schools are
economically motivated to compete for students. Some participants supported their
assertions by describing the proliferation of new schools during good ecomoesc t
in Maryland in the 1980’s. Others referred to fewer new school openings during the
state’s economic downswing in the 1990’s. To remain competitive and financially
viable during weak economic times, new programs were being considereg by ke
individuals at TESST, primarily in the area of information technology (IT).

The schools’ two owners were, in their own words, “businessmen’” first (as
opposed to academicians) meaning they were in the business of increasingruofits a
growing the institution. They were motivated by economic incentives enei
through program development. With respect to the literature that informed the
theoretical framework for this study, Lawrence and Nohria (2002) suggestéketha
desire to accumulate material goods and economic resources are likelyandaf
organizational change. Their research model provided a means of understanding that
TESST'’s owners were motivated to change in the institution’s status that altmw

for an increase in tuition revenue and to add new degree programs.
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Human resource variablesCoinciding with the economic situation was a
major trend in the state’s job market. The participants spoke at length about the
statewide demand for networking specialists, computer technologists abdsgata
administrators. To some of the participants, this trend was the starting pointhwhen t
schools’ owners decided to create new information technology (IT) proguaans
enhance the school’s profits. An analysis of various key reports published by
numerous state and federal agencies corroborated their assertions abouttige dem
for technology workers. Employment studies and forecasts indicated a serious
shortage of IT workers would develop in Maryland over the next ten years. Further
analysis of the documents and state agency reports confirmed that themmajas a
shortage of qualified employees in the technology field.

Additionally, major IT employers were pressuring state government to
develop policies that would increase occupational and degree programs in
technology. They were demanding not only better educated students but more of
them to fill positions. In response, Governor Glendening called on all higher
education sectors to create occupational and academic technology prograeas to m
employers’ demands and improve the state’s economy. Given TESST's lack of
competition in the region for IT programs, the owners decided to update the basic
electronics and computer training programs and develop a new IT program that would
help meet employers’ demands. How they came to view these environmental trends
as an important opportunity to market the institution’s resources is best understood

through Nadler and Tushman (1989) “congruence” theory.
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The theorists viewed organizations as interacting with their environment or an
industry in which an organization is competing. They also believed that kisyotec
makers initiate change as a strategy to best utilize organizational essotn¢he
case of TESST, when key individuals, after updating the older programs and
introducing the new IT program, became motivated to produce graduates with IT
degrees they sought to change the institution’s mission. The forces in the
employment market led them to access student markets which influenced making the
change.

Political variables. The changing public opinion and political climate in
Maryland were other forces that played a role in TESST’s change. Soigpaats
mentioned how fraudulent business practices among private career schoold nesulte
a tarnishing of the sector’s public image in Maryland. As a result, a politicklbish
and heightened oversight by MHEC shrouded the industry. By the late 1990’s,
schools that were capable of meeting MHEC's standards, were perceieptiable
thus improving the sector’s public image. To the dismay of “traditional” educators i
Maryland, MHEC's decision in 1998 to approve the University of Phoenix, the first
out-of-state for-profit collegiate institution to operate in Maryland, $gghthe onset
of a more favorable political environment for the for-profit sector including private
career schools. It was no coincidence when TESST subsequently began preparing a
application to become a degree-granting institution and, by 2000, the document was
filed at MHEC.

The political variables that influenced the key leaders to transition from the

private school sector and to the degree-granting sector were identifiedthroug
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Tichy's (1983) technical, political, cultural (TPC) theory. In keepindphe

theory’s concept, the leaders viewed MHEC as means of obtaining power and
influence. This perception helped shape their decision to change the school into a
degree-granting institution.

This study concludes that the incentives to change TESST were motivated in
part by environmental forces in which some of the study’s proposed organizational
change variables emerged as factors that initiated interest in tigech@he
theoretical framework for this study provided a point of reference for exagrthe
variables and tracking the path of organizational change at TESST.

External Trends not Identified

The following sets of variables associated with external trends were not
identified as having motivated the changecial, psychologicaand
cultural/ideological It is possible that the participants did not believe there were
trends that existed or that the variables touched on sensitive areas tlukd thaty
feel comfortable discussing.

Internal Developments

The second part of research question 1 asked participants to identify
developments within the organization that suggested the need for change. Six
developments were identified in the following domaiesonomic, human resources,
political, social, psychologicandcultural/ideological

Economic variablesThe key leaders at TESST were driven to increase the
institution’s profits by strategically reinvesting earnings in new ucsibnal facilities,

adding new programs, marketing to a broader student markets and enhancing
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customer services. These investments provided financial stability for the
organization.

Lawrence and Nohria (2002) and Bennis et al. (1985) theorized that key
individuals like those identified at TESST, are generally motivated to naaimi
financial uncertainty for the organization as well as for themselves. Thetiosts
future depended on its ability to accumulate profits; therefore, the school’'ssowne
decided to ensure sources of income by changing the school to a college. Reducing
economic uncertainty operated as an internal change incentive for expanding
TESST's profits, programs and campuses.

Human resource variablesAs TESST increased its enrollments there were
increasing demands on the institution’s staff resources. This internalosituat
motivated the owners to hire and groom new managers. Over time, as the
organization developed, the new hires added value in the form of expertise that
enhanced the institution’s effectiveness. The owners were motivated to build human
capital and plan for future change: “So we felt that ... organizationally TESST had
built an infrastructure and expertise that we could bring to bear in the [change]
process; and TESST could be competent and able to deliver quality degree
programs.”

Nader and Tushman (1989) provided insight on how the motive to improve
staff resources operated as a variable that would lead to change at THEST
theorists explained that the more well distributed an organization’s intesmalrces
is, the more effective and productive it will be. When the internal resourcésareac

balance point, it is more amenable to change (as opposed to imbalanced organizations
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that are likely to be resistant to change). The owners were confident ®&T Trtad
developed its internal resources and knew it was ready to take on change.

Political variables. TESST’s owners had become proficient at building
external sources of power and learned to maneuver strategically in highati@dsc
political arena. As for the internal political variables that influen¢eshge, one of
the owners as well as the senior managers became internal “changé iagiet
institution. Bennis et al. (1985) profiles change agents as highly motivated
individuals who use their political influence in the organization in order to build
support for the change goal. They also take risks and are competent at reducing
resistance to organizational change. Participants frequently describedreraro
particular as a change agent who handled the day to day business at TESST with a
skillful management style. He connected well with those who had influence in the
organization which in turn, allowed him to wield enough influence that minimized
internal conflicts and acquired support for the change initiative.

Tichy's (1983) strategic change theory allowed for examining how guatliti
systems (variables) within organizations can be leveraged (manipulatesl). T
theorist suggested that internally, political power is a resource thatdodisiand
groups in organizations value, compete for and distribute. Additionally, political
systems can be manipulated as political variables in order to achieve chasge goa
The senior managers at TESST were connected with faculty and capable of
influencing the internal political environment. The (internal) owner’s palitralues

motivated employees to realize that change was possible.
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Social variables.Internal developments associated in the institution drove
key individuals to contemplate change. The decision to change TESST’s mission was
made by individuals who held social values as highly as economic values. Financial
records indicated that TESST had found its niche and achieved a level of affluence
and security that other private career schools yearned for at the time. As the
institution aligned its curriculum with Capitol College and developed articulation
agreements with community colleges, key individuals became motivated by upward
striving and emulated collegiate institutions.

Kelman’s (as cited in Bennis et al., 1985) explanation shed light on how social
values/variables functioned to influence organizational change at TES®T. T
theorist contends that individuals who hold social values in high regard, in relation to
other values, are more likely motivated to support or initiate organizational change
In their responses, the participants expressed pride in their articulatiomagtse
with Capitol College and other traditional institutions. Given that Capitol Golleg
evolved from a private career school, they believed that TESST could achieve degree
granting status as well. As the organization grew and multiple sitesaagueed,
the infrastructure grew to include advisory boards and a Board of Trusteesmé&o s
participants, these internal developments indicated that TESST was moving in a
collegial direction. In this way, social variables motivated key individualsptmex
the idea of changing TESST to a degree-granting institution.

Psychological variablesinternal developments of a psychological nature also
yielded incentives that functioned as variables of change. The psychological

variables that influenced individuals to contemplate change were driven by the nee
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to achieve a feeling of reward and satisfaction for accomplishing an cxgan&

goal, e.g. change. At TESST, the owners were driven by the need to enhance
organizational morale among employees. Although the “internal” school owner knew
that changing TESST to a degree-granting institution would be difficult for some
employees, he believed that in the long run, those who committed to the initiative
would eventually feel rewarded and gain a sense of satisfaction from their
accomplishment.

In a study concerning methods for motivating individuals to become change
agents, Kelman (as cited in Bennis et al., 1985) proposed training techniques. The
theorist asserted that if the individual learns how to associate the claaigath
every day organizational life, the more likely the person will become ntediva
initiate or support change. At TESST, the owners trained a team of senior ,sanage
who felt good about their roles as a result of positive feedback (internalization
variable), inclusion in decision-making processes (esprit de corps) amphitean
(self-worth variable). As the owners reflected on different directions ichah
move TESST, they became aware of the valuable role the senior managers could play
as agents of change.

Cultural and ideological variablesOn paper, the lines of authority at TESST
appeared to flow from the “top-down.” The MHEC (2001) team evaluation report
described the culture as business like, non-traditional; students wore whgesi
ties or business attire. After interviewing the participants, it beeamdent that,

internally, the institution operated more like a traditional college, e .. &p@roach,
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collaborative, inclusive. The culture and ideologies held by key individuals
functioned as variables that led the way organizational change.

Bennis et al. (1985) provided a framework for examining the important role
cultural/ideological variables play with regard to organizational chanbe.thEorists
posed three questions to determine if an organization’s culture is readiafmec 1)
is the cultural state of an organization resistant or amenable to changetll®) a
leaders considered trustworthy; and 3) are employees encouraged to witract
management and offer feedback? Those employed at TESST held common views
about the school’s mission (institutional identity) and valued the institution’s yistor
(sagas). The owners’ managerial values (ideologies) generately,logapect and
trust. The senior managers, campus directors and faculty directors intergloteaew
schools’ owners, board of trustees and faculty. These cultural/ideologicies
served to hold the organization intact internally and influenced the realization tha
TESST was ready for change.

Summary

The study concludes that internal developments that influenced values held by
key individuals that suggested the need to change TESST into a degree-granting
institution. In turn, their values operated as variables that motivated themateiniti
organizational change. Variables were generated by economic, human resources
political, social, psychological and cultural/ideological values. Each of thmahte
change incentives that were identified in the responses to research quest@nene

encompassed by the change variables proposed in the study’s theory. Thegs findi
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were deduced from an analysis of the variables identified in the partgipant
responses, and the study’s theoretical framework.
Conclusions with Respect to Research Question 2

Research question two was: What were the organizational and individual
benefits envisioned by those seeking the change? The variables identified in the
participants’ responses were examined against the study’s theory and proposed
framework in Table 1.

The motivating variables were subsequently classified and rated as indicated
in Table 3. The analysis revealed that all six groups of variables weratevaia
the study’s theory: economic, human resources, political, social, psyclabl@gid
cultural/ideological resources. As discussed below, some sub-varialoes we
considered more important than others to the participants, some had no relevance and
two new economic variables not previously identified in the literature review
emerged (customer service and market value).

Economic Variables

Organizational benefitsThe economic variables that participants identified as
promoting the change were as follows: increasing tuition, increasing lfeddratate
funding, adding new programs, building new facilities and acquiring technalogies
Increasing tuition and increasing federal/state funding concerned “fuadurces”
and the last three variables concerned “uses of funds.”

The first two variables, increasing tuition and government funding, reflect
the literature’s general view that people are motivated to minimize economi

uncertainty, even if it means changing the institution’s mission. TESSiE®eze
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rested solely on sources of tuition income. Increasing profits meant thastitation
would continue to prosper (Eckel & Kezar, 2003). These incentives operated as the
study’s framework’s anticipated. Economic resources were viewed aaresrof
improving the organization’s circumstances. The promise of achieving a state of
affairs that was better than the organization’s current situation proved to mdkyat
individuals to seek change at TESST (Gilliland et al., 2003).

As for uses of funds, participants also believed that acquiring new programs,
new facilities and new technologies were potential organizational benéfies
vision of adding an IT degree program represented a new market niche and potential
revenue for the institution (Cameron et al., 2006). The idea of building new
campuses and adding new technologies also correlated with the study\wdrame
Additional campuses represented increased student seating capacity dodaddi
income (Cameron et al., 2006). Enhanced instructional technology was a means of
meeting student demand for TESST’s updated high tech programs (Eckel & Kezar,
2003).

Some economic variables did not appear to have influenced change at TESST:
increasing individual salaries, building alumni funds and enlarging endowniémgs.
participants did not believe these incentives were motivations for the change. O
participant reported that building alumni funds was not relevant to a for-priediblsc
The explanation was, that unlike traditional institutions, alumni fund raisingtaegivi
are not commonly associated with for-profit schools. The study suggests ttiet for

same reason, enlarging endowments did not operate as a change variableTat TESS

170



The study’s framework provided a means for analyzing the findings and
identifying economic variables that were reported to not have influenced change a
TESST. Although the variables did not emerge as relevant in this case study, they
may well be relevant for a study that examines change variables in atraldiigher
education institution.

Two additional economic variables, not originally identified in the literature,
were suggested by those interviewed in the study and reported as organizational
benefits: “customer service” and “institutional market value.” “Custsasrice”
was found to be a long held economic value at TESST. Participants described the
important role customer service played in the organization’s ability to recrdit
retain its student market. To emphasize the point, they referred to the small
student/instructor ratios, student retention/high completion rates and tuition refund
policy. The concept of customer service also emerged in discussions about the
importance of responding to the concerns of TESST's advisory boards which were
composed of major IT employers in the region. As consumers of TESST'’s products
(IT students), they were calling on TESST to establish IT degree progoathsy
could recruit “educated” IT graduates.

Although the variable was not included in the framework, the study’s theory
suggested that satisfied student customers provided consistent flow of tuition income
and financial security for the organization (Cameron et al., 2006). The same theory
also supports the assumption that satisfied customers were more likely toaeturn t
TESST and further their education by enrolling in IT degree programs. Key

individuals at TESST knew that former students who were satisfied custoerers w
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likely to return and enroll in the IT degree programs. In this way, cust@nace
operated as an incentive to change TESST to a degree granting institution.

“Institutional market value” was also identified as an economic varialie tha
was not discovered in the literature review. Although the variable was repgrted b
two participants “not be a factor” of change at TESST, their acknowlezigeand
responses confirmed that this variable held the potential for influencing
organizational change. The responses indicated that major education corporations
were interested in buying out TESST about the same time the decision was made to
change TESST to a degree-granting institution. The offers were taken into
consideration but the schools’ owners decided not to sell TESST and, instead, commit
to the change initiative. In reviewing the offers, they did learn how valuable the
institution had become (market value) which must have been tempting; but their
values, including other variables identified in this study, overrode the market value
variable. This study concludes that the market value variable influenced thesowner
in an unexpected way by motivating them to clarify their vision and commerte wit
the change initiative.

Two previously undiscovered variables were identified through the interview
sessions. What the gap in the framework confirms is that variables can emerge
operate in unexpected ways to influence change. The significance of thevérkme
and findings suggest the following for those interested in studying organizationa
change: 1) the customer service and market value variables could bedn@2luthe
researcher should be open to discovering new variables; and 3) the literature review

should include consumer science theory and financial studies.
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Individual benefits.Although some participants reported that “increasing
salary” and “increasing tuition” were individual benefits that influehceange, two
others reported that the variables were “not a factor.” Some believed that
transforming TESST to a degree-granting institution held the promise of aasecr
in one’s salary; and increasing tuition revenues meant bonuses and benefits. Theory
explains how these variables generally motivated employees to indreassfforts
to lead or support the change initiative (Bass, 1990) but were not deemed relevant to
two participants. The study concludes that the participants either feltrasssat
when discussing the topic, or did not want to be perceived as motivated by money.

The study’s theory and framework for economic variables made it possible t
identify and validate important economic variables. The framework alloweldeor t
analysis of multiple perspectives concerning the role economic variabjesl pta
influencing change.

Human Resource Variables

Organizational benefitsThe participants perceived organizational benefits in
the form of “better quality students” who would be drawn to IT degree-pr@gram
The student access variable is driven by what human resource theorists isugigest
desire to recruit students who presumably are valued for their talent, imedligad
academic ability (Bennis et al., 1985; Cameron et al., 2006).

The responses indicated that they envisioned students who were more likely to
have better academic skills and to be serious and motivated by higher educason goal
(Eckel & Kezar, 2003). By improving its recruitment strategies, TESSTdnmail

able to enroll better students. In order to enroll better students, TESST would have to
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establish admission criteria that were fitting for the collegiatgramas. The vision

of recruiting and admitting better students influenced the change in missi@&TTE
also adopted selective admission criteria but retained an open admissionsgpolicy f
its diploma programs.

Table 3 indicates that the participants regarded the “quality of faculty and
staff” to be an important variable of change. Organizational theory propos#sethat
guality of an institution’s human resources (in this case faculty and staff) vamha
tremendous impact on its ability to survive in competitive markets (Cascio, 2006). At
TESST, key individuals were already developing updated curricula that called f
faculty who were better educated and knowledgeable about new technologies. They
were also aware that long time faculty had become complacent; they thekaedd
of technical expertise needed to teach core IT course; and they lacked th®meduca
credentials needed to teach the general education degree requirememtsedrtee
hire competent faculty led individuals to lead and support change.

The study’s framework was useful for validating the two human resource
variables that were identified in the literature. The framework provide@grnee
for confirming that change was driven by the need to optimize the instimitioman
resources. This study concludes that human resource values led to a change in
recruitment strategies; hiring standards; admissions criteria; amdtdly, a change
in mission and programs.

Individual benefits.The participants did not relate individual benefits to the
human resource variables. The researcher believes that the participants aesdl oper

from a frame of reference that was managerial or administrative. Hatuthe
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included interviews among faculty employed at TESST at the time, individual
benefits may have been linked to human resource variables. For example, a faculty
member may have been motivated by the prospect of better students to teach. In this
way, the perceived outcome would be a relevant individual benefit. For reasons
described in the last chapter, the study was unable to include faculty memtbers
interview process.

The framework provided a means of examining the human resource variables.
The lack of findings on individual benefits suggests that future organizational change
studies should seek representation from several levels in an institution.

Political Variables

Organizational benefitsSix proposed political variables in the study’s
framework were identified as organizational benefits by the participaotsuing
political agenda, affiliating with esteemed organizations, acquiring vigifor
institutions, and power and influence. The majority of participants regarded pursuing
political agendas and acquiring independence as the most influential pohlicas.

The “pursuit of political agendas” was motivated by the need to partigipate
meetings with politically connected individuals. It also motivated those whadrega
“expertise” as a form of power (Bass, 1990). Key individuals at TESST joineg man
different committees and formal groups at the state level and natioral leve
(accreditation) that were known in the employment community. They also joined a
MHEC committee and, in doing so, connected with staff members who had the

knowledge and expertise to influence support for the change initiative.
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“Acquiring independence” was another political variable that was viewed a
an important organizational benefit. The prospect of gaining independence from what
was perceived as “restrictive private career school regulations” proveato be
incentive for changing TESST into a degree-granting institution (Benals 085).

“Affiliating with esteemed organizations” was believed to be highly beiaéfic
to the institution and to have influenced change. For several years prior hatige c
initiative, the schools’ two owners strategically cultivated associatiathsCapitol
College and other traditional institutions by developing articulation agrgemeth
them. In doing so, TESST was perceived as having acquired “referent power” in the
higher education community through their affiliations with regionallyexstited
degree-granting institutions (Birnbaum, 1988). According to the study’s theory, the
owners were driven by the need to improve the institution’s ability to be taken
seriously and to rally support for the change initiative (Bass, 1990).

“Acquiring visibility” was believed to be an organizational benefit that
influenced change. The schools’ owners desired to increase awarendSEE®ST
among the local community leaders and citizens by becoming involved iniastivit
high schools, charities, etc. The owners were motivated to build good will to
influence public perception of TESST. The variable also led the owners to reconnect
with the Governor who was the former Prince George’s County Executive for the
County where the college was headquartered. They also sought visibility by
maintaining contact with other government leaders whom they invited and met a few

years earlier at a TESST open house.
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The variable was examined with the group political variables that are
classified under referent power. As noted previously, referent power is hoglgts
after for its ability to gain the interest and attention of politicaéal{Birnbaum,

1988).

The power and influence variable was considered an organizational benefit
that motivated individuals to initiate change at TESST. Theory suggested that the
variable motivates individuals who desire a form of “legitimate” power codeby
a position of authority or a designated title (Birnbaum, 1988; Wrong, 1979). When
the Governor sought out TESST’s owners to join a committee of powerful leaders,
they became motivated to promote TESST and gain a new audience that would
support the change initiative.

Accessing inner circles was perceived as an organizational benefit. The
prospect of connecting with important college officials was the motivatirog that
primarily drove the two schools’ owners to gain entry into political cir@ess,

1990). Entering an elite political circle was envisioned as a means of informing
powerful members about TESST. The desire to access elite circles, andcaflue
individuals having power to support the change initiative, was a motivating variable
of change.

Individual benefits.The only political variable that participants associated
with individual benefits was power and influence. The theory explains that the
owners strongly desired to assume the roles of traditional college leadias &
that of the Capitol College president; therefore, they were motivated to change

TESST to a degree-granting institution (Bass, 1990).
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The framework for this study was unable to identify other individual benefits
that operated as variables. The study did not provide enough information to vet out
other individual benefits or variables through the framework. The participams eit
did not associate individual benefits with the remaining variables or they may have
preferred to refrain from discussing the topics during the interviews.

Social Variables

Organizational benefitsFour organizational benefits were noted by the
participants and regarded as influencing change at TESST: enhantingons|
stature, attracting scholarly students, upward striving, social leveragthg
legitimacy. Most of the participants reported that enhancing institutitatate and
upward striving were important social variables. Two variables were notedpor
be organizational benefits: attracting scholarly students and gaining pno&iine
These results are discussed below.

“Enhancing the institution’s stature” was considered an organizational
benefit. The benefit operated as a variable for individuals who sought to raise
TESST's status in the higher education community. The social theory that informed
this study established that social variables are mainly motivated by tthéonee
increase one’s standing in relation to a group, community or peers (Homan, 1974). In
the case of TESST, key individuals appeared to be drawn to the prospect of
enhancing the institution’s status because they wanted to achieve pdrity wit
traditional collegiate institutions they admired (Benoit-Smullyan tesl én Bass,

1990).
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“Upward striving” was reported by the majority of participants to be an
important organizational benefit. Key individuals believed that the institution had
risen above its peer schools in the sector. The study’s theory and framework
confirmed that the decision to change TESST to a degree-granting instituon wa
driven by the belief that TESST had essentially outgrown its identity anddeantry
into the traditional collegiate sector.

“Social leveraging” was viewed by participants as an organizatioroat #ffat
builds an institution’s prestige. Some believed that social leveraging neativat
individuals to circulate with influential educators and politicians. The owners sought
opportunities to mingle with highly visible officials, groups, community boards and
organizations. The study also confirmed that at the same time the owners were
seeking prestige, they were attracting the attention of officials whe vegrable of
influencing the outcome of the change initiative.

“Legitimacy” was regarded as an organizational benefit that influenced
individuals to improve TESST's reputation through organizational change. The
study’s theory proposed that leaders are motivated to validate their iosfitut
through endorsements by others in the higher education community (Griffin & Stacy
2005; Weick, 1979). Key individuals believed that moving the institution to the
collegiate sector would authenticate TESST’s sound reputation.

“Emulating others’wvas another organizational benefit that was perceived as a
way to improve TESST’s public reputation. This social variable was confirmed to
have motivated the schools’ owners to adopt the protocols of traditional institutions

such as Capitol College. The theory follows that leaders who emulate others they
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hold in high regard are likely enhancing the institution’s reputation (Booth, 2004).
The circumstances that stimulated the effort were in the opportunity to observe and
learn from the Capitol College president (Homans, 1974).

“Attracting scholarly students” and “gaining prominence” were twoadoci
variables that participants did not recognize as organizational benefits. Arsexda
analysis employing the framework led to the conclusion that the participamid f
the benefits relevant but more closely associated with traditional ledheation.

Individual benefits.Only one social variable was reported by some
participants to be an individual benefit that influenced change: “enhance iosatuti
stature.” Six other proposed social variables were not reported to be individual
benefits: attracting scholarly students, upward striving, social langrdggitimacy,
prominence, and emulating others.

“Enhancing institutional stature” appeared to be more easily associ#tted w
improving one’s own image. Some participants believed that a change in BEESST’
mission to that of a degree-granting institution would improve the institution’s
standing as well as how they were viewed as professionals. They were rddtvate
be identified with the institution’s new classification as a collegiatéutisin. As
some stated, they were influenced to support change by the need to acquise “stat
and prestige.”

The following six social values potentially associated with individual benefit
were not identified during the analysis: attracting scholarly studentsrdigtveving,
social leveraging, legitimacy, prominence, and emulating others. Atienigig for

the variables through the framework, the study suggested that either thievese
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were too minimal to mention or the participants did not find them relevant. The
framework provided a means of ruling-out the variables not perceived as relgvant b
participants.

Psychological Variables

Organizational benefitsThe participants believed that the following
organizational benefits promoted change: internalize values and self-wih. F
benefits were not reported to be organizational benefits: esprit de corps, group
cohesion, compliance, trust and morale.

Some participants interpreted the concept of “internalizing values” to mean
that the employees internalized some of the same leaders’ values. Onewvafi¢ng
explained that when he realized that employees had become committed to the idea of
developing new programs and campus expansion, he knew that the organization was
poised for changelnternalization gave the owners the incentive to instill new beliefs
and behaviors that would support change in the organization (Kelman as cited in
Bennis et al., 1985; Cameron et al., 2006).

“Self-worth” was believed to be an important benefit because of itsyaoilit
enhance employees view about TESST'’s future. The owners and managers alike
observed changes in behaviors and outlooks among staff and faculty who were
excited about the possibility of TESST becoming a college. Theory explained that
self-image causes people to strive towards higher goals if they béleverill be
rewarded with a sense of satisfaction (Pinder, 2008). The desire for improved self

worth was an incentive that influenced change.
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Esprit de corpsgroup cohesion, compliance, trust and monades not
reported by the participants as organizational benefits. Further analysesef t
variables through the framework suggested that either the incentives wesadilyt
identifiable or the participants did not find them relevant. The framework wasihelpf
in identifying these variables that the participants did not find pertinent to change

Individual benefits.The participants believed that five psychological values
were important organizational benefits: esprit de corps, group cohesion, gélf-wor
trust and morale. Two values were not perceived as benefits: compliance and
internalization.

Esprit de corpsvas a benefit that the owners highly valued because it gave
them a sense of unity with other sage education leaders and politicians. One owner
became a chair of the Governor’s elite roundtable which provided him the
opportunity to exchange experiences, knowledge, expertise, attitudes, goalagtang
and thinking (Cameron et al., 2006; Dessler, 1980). As a result, he found much in
common with the traditional college presidents. The wisdom they imparted
motivated him to move forward with the goal of organizational change.

“Group cohesionivas regarded by key individuals as individually beneficial
and to have influenced change a TESST. Some participants (former managers and
directors) perceived themselves as highly motivated individuals who shared common
goals. The study’s theory explains that when groups become cohesive, individuals
identify with a cause linked to values shared by others in the group (Leetkdas ci

Bennis et al., 1985). TESST’s cohesive management team became a source of energy
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that the owners strategically guided. In doing so, they became motivateddbzevi
the institution and change its mission and programs.

“Self-worth” was believed to be an individual benefit depending on how one
perceived her/himself in relation to others in the institution. Through the inte;view
the study discovered that some employees gained feelings of pride wimeémglea
about the possibility of working for a college; but the older “blue collar” faculty
experienced a decline in feelings of self-worth. By identifying tteairs and
explaining the opportunities that would accompany change, the senior managers
restored their feelings of essentiality and inclusiveness. Thearggested that both
aspects of self-worth (essentiality and inclusiveness) serve to fasiag$eof unity
in organizations (Gilliland et al., 2003). Once the faculty had finally united, the key
leaders realized that the institution was intact and this motivated them to promote
change.

“Trust” was valued by TESST’s leaders as well as employees accooding
participants. The schools’ owners endeavored to gain the confidence of the senior
managers, employees, supportive allies at MHEC and backing from theotraditi
sector. The staff members who possessed a sense of loyalty toward the owaers wer
quickly identified by the owners as change agents who could promote the goal. As
for the long-time technical faculty, their values were tested when tingehaitiative
was announced. Theorists suggested, the trust variable can induce positive or
negative feelings towards leaders (Gilliland et al., 2003). The negative febkngs t
faculty first experienced stemmed from emotions induced by fear and thrieeatrto t

positions at TESST. Eventually the trust variable (sense of loyalty toverds t
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owners) superseded their fears. The study’s theory allowed for exantaing t
important role the variable played in the case of TESST.

“Morale” was perceived by most as an important psychological benefit for
individuals and helped influence change at TESST. The leaders and key players
valued employee morale and were aware that continuous frustration or perceived
obstacles to one’s goal can lead to low morale (Leeds as cited in Bennis et al., 1985)
The MHEC team report indicated that individuals who were interviewed during the
on-site visit (faculty, administrators, students) held in common positive abougt
organization’s leadership and accomplishments. These individuals were influenced
by their high morale and became advocates for change (Dessler, 1980).

The compliance and internalization values were not identified as individual
benefits by the participants. These psychological concepts may haveobesmhst
difficult to conceive of as an individual benefit.

Cultural/ldeological Variables

Organizational benefitsThe participants reported three cultural and
ideological values as beneficial to the organization: institutional igemstitutional
ideologies and institutional sagas. These benefits/variables wereagiflethe
participants’ descriptions about employees’ collective views about theifiwstdl
mission, beliefs and history.

“Institutional identity”was perceived by some participants to be
“conservative” and linked to the institution’s mission. They indicated that eegsdoy
and students had collectively formed a well-defined perception about the iostguti

“conservative” identity which they strongly valued. The school’s core vocéhtiona
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mission was so valued that it remained at the heart of the collegiate mission. The
variable influenced those to support the new mission because it was consistent with
their long held beliefs about TESST (Fekete, 2003).

“Institutional ideology” was described as a value employees commomly hel
about their leaders and the organization in general. The collective views about the
school owners’ ethics influenced employees to adopt a sense of certainty and posit
attitudes toward the change outcomes (Ashkanasy et al., 2000; Bennis et al., 1985).
As a result, institutional ideologies served, in part, to influence the outcome of the
organizational change initiative.

The “institutional saga” variable also played a role that helped promote
change. Stories became sagas that were communicated internally amgwayer
the years. These sagas took on symbolic meaning as they were passed down through
repeated story telling. The RETS saga was integrated in TESST s ivelleelief
systems and took on a meaning of its own, which influenced individuals to support
change because it enhanced their sense of continuity, stability and c€ltéentl,

2001). The institutional saga variable also influenced key players to reflect on the
school’s history while contemplating a change to its mission and programs.

Individual benefits.None of the participants identified the three
cultural/ideological variables as individual benefits during the interviews:
institutional identity, institutional ideologies and institutional sagas. Thpgrantly

did not associate the variables with the concept of change.
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Summary

This study employed a broad conceptual framework for examining change
which served to identify all six sets of values/variables during the analgsonomic
values were found to have some influence on individuals. Human resources values
caused key players to develop new IT programs and improve the quality of faculty
and staff members. Political values led individuals to mingle with those who held the
kind of power that could influence others to favor organizational change at TESST.
Social values influenced participants to elevate the institution’s stamdihg higher
education community. Psychological values caused leaders to improve seif-estee
among TESST’s employees which helped strengthen internal support for the change
initiative. Cultural and ideological values afforded employees a way t@iateheir
working environments at TESST.

The extent to which the values operated as variables and affected change was
also evidenced through the framework. The values sought by individuals in the
change process encompassed a total of 30 out of 33 variables which were identical t
those identified in the literature and included in the study’s framework. The study
found that some variables, such as building alumni funds and attracting scholarly
students, were not reported to affect the change. The study also revealed two new
variables not previously identified in the literature. The study concludes tkat the
variables provided a more comprehensive explanation of the organizational change at
TESST than other current theories and better explained the processes Wbgreby

players influenced and gathered support for change.
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For practitioners contemplating organizational change, the study’s findings
are significant. The study’s comprehensive model could provide a lens for planning a
change such as: developing strategies that influence change; and egpftactive
social exchange processes. By examining this framework in advance of an
organizational change, leaders may navigate through the change process more
effectively.

For researchers contemplating employing a similar study, this study
encountered two problems in applying this study’s theory on organizational change:
the problem of weighing the importance of the many variables that were involved i
implementing a change; and the complex task of distinguishing between
organizational and individual benefits. However, the findings were significant
enough to warrant further refinement and application of this study’s theory.

Additionally, Eckel and Kezar (2003) remind researchers that many
organizational change theories portray change as a lock-step processvafinéyat
too often leaders believe they can create a goal, design a long-range plan,
communicate their ideas, obtain support, etc. They state, “We learned thge chan
does not occur in a linear stepwise fashion, nor are change strategies dstinmhé
another; instead, transformation is composed of interrelated strategiesilthaipon
and reinforce one another (Eckel & Kezar, 2003, p. 120).”

The framework proved to be valid and fitting for an examination of
comprehensive sets of organizational change variables. The framework also proved
helpful in discovering new variables that apparently were not motivations for this

change. The findings and conclusions to research question three confirmed the
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explanatory power of the study’s organizational change theory. The theory,
framework and variables identified appeared to be significant enough totvarra
practical application and further research by those interested in ortgamazahange
theory.
Conclusions with Respect to Research Question 3

Research question three was: What was the nature of the processes@&mploye
for bringing about the organizational change? What features of these processes
helped most in achieving its intended outcomes? Which ones were not helpful or
impeded by the effort?

To answer the research question, the study’s framework examined elements of
the social exchange process that were employed to bring about change. Hgs findi
in the analysis identified certain elements of the process that wergvefi@ad others
that were potentially ineffective. The following factors were identiéis effective
elements of the change process: networking, values identification, otgarara
change philosophy and trust. Two elements that were not evident, and could have
stymied the change process, included inexperience and overlooking potential
opponents.

Effective Elements

Meeting influential people was an important element which helped the change
process. Participants in the study consistently emphasized the importance of
developing strong support for the change initiative. As one of the schools’ owners
thoughtfully reflected, “It [networking] is the single most important thicgn bring

away from the experience.” The schools’ two owners networked on two different
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levels: the state and the national levels.

Networking on the state level began early 1998, about the time the change
process began when the external owner was called by the Governor to chair a blue
ribbon committee of hand-picked collegiate leaders. As he fulfilled his rolgsatten
officials from prestigious traditional public institutions, he had the rare oppaortionit
exchange ideas with them as an equal in the political higher education arena. Here,
the owner informally networked among the members and communicated his ideas to
an influential audience. In the process, he acquired knowledge about their values and
learned they shared similar belief systems that transcended theatingspectors.

Through networking, the owner developed a core of political allies who eventually
helped influence the change process.

On the national level, the second school owner was networking in his capacity
as the chair of the national Accrediting Commission of Career Schools aregé&3oll
of Technology (ACCSCT) board. He realized that in order to become a college,
TESST needed to pass muster on two levels: under ACCSCT’s requirements for new
colleges and MHEC's regulations. Through the connections made at the associat
the owner gained knowledge and learned from the experiences shared by other
officials about the collegiate application/approval process. According to the
participants, networking at the national level proved beneficial to the chamzpspr
and TESST met ACCSCT's requirements which proved far more comprehensive than
MHEC's.

What the study finds most interesting is the number of allies acquired by so

few individuals as they campaigned for change. The TESST network was far
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reaching; this allowed for an effective change process. The study conttlatitse
owners employed strategic networking skills and identified similar valitbshose
who could help influence the change process.

Another factor was TESST's political connections with the Governor and his
cabinet. The schools’ two owners had already introduced themselves to the Governor
when he was Prince George’s County Executive. The owners also supported his
campaign to become Governor. Political inroads to the Governor’s office also led t
the MHEC Secretary’s office. MHEC records indicated that the Governor and
MHEC Secretary met with the schools’ owners to discuss TESST’s change agenda
(K. R. Johnson personal communication, 2001). Thereafter, the Secretary who was
fully empowered by MHEC to approve or deny requests to open a college, granted
TESST authority to offer degrees.

Another theme that was woven in the context of the interviews, and identified
as a key element in the change process, was “values identification.” Examifati
this factor indicated that the key players were perceptive individuals who were
skillful at identifying values sought by stakeholders in the change procéss.
insights allowed them to conceptualize a strategy that would connect the
stakeholders’ value systems with TESST’s change goal. Repeated framiemn e
section is the following statement that describes how values identificadi®n w
effectively employed in the change process:

The only way | know how to answer that question is to say that if we were

meeting with employers at a TESST advisory board meeting for exdmple,

would focus the discussion on what the change would mean to employers

[and] stakeholders in the workforce community; and not what it meant to the

organization; if they wanted to know about how the change could benefit the
organization, | would address the questions and then redirect the discussion by
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stating, ‘We value your time and input, this is what we see as a potential

outcome or reward as it relates to you as employers; are we on target here

did we fall off the back of the truck; help us understand this possibility’; so we

tried to focus the discussion to the audience we were talking with to see if

they had a particular interest or expertise.
The study found that, by honing in on the values that the stakeholders’ (employers)
desired (IT graduates with degrees), the key players were able to link tHeoklake
desires with rewards associated with TESST’s change initiative thusginmare
allies in the process.

Another key element identified was the owners’ philosophical approach to
change. The study noted that the following organizational change philosophy served
to guide the owners through the change process:

Early on [in the change process], my partner and | figured that no matter how
it turned out, the journey involved in achieving the goal was as important as
the outcome; although we certainly were excited about the possibility and
hoped it would happen, we knew there would be an opportunity for the
organization to become better if we tried to achieve the goal in the right
manner, no matter how it turned out.

To the owners, the process was equally, if not more, important that the outcome.
They shared similar values and ideologies that helped the change process.

They also shared the philosophy that although TESST was generally run like a
business, and did not employ the principle of “shared governance” in the traditional
sense, the owners’ incorporated principles of collegiality and collaboratibeir
daily routines. One of the owners discussed their views on leading the change
process:

One of the big differences in my view, never having worked in a traditional

college is that we operated more as a business enterprise; we wendycartai

an industry not known for collegiality; we didn’t have a so-called faculty

senate or any unions; basically we operated in the sense that it was a top-down
organization; however, there are a number of ways to operate in this way; one
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can operate in an environment as a “dictator” or try to operate with open

communication; also, asking for and receiving feedback and then setting forth

a doable vision that includes the parties that need to be included; we

reinforced throughout the process the planning structure we set up; in this

instance it worked well; if I had a complicated long-term objective | woaold g

about it in the same way as we did with TESST; and | would try to get a lot of

people involved; that turned out to be favorable.
The leaders’ philosophical approach to change served to earn staff support and
influence in the change process.

“Trust” also proved to be a key factor as the leaders progressed through the
change process. Throughout the study, the participants chose to discuss the trust
factor as way to explain how the leaders succeeded in achieving the change goal
Some would preface their responses with the statement that the owners “éntruste
staff’; exhibited “trustworthy qualities;” they were “known in the seétortheir
honesty and integrity;” and “trusted by MHEC staff.” At times, they contlabiese
gualities with those of other private career school owners they had known or worked
for in the past.

The study suggests that the level of trust the schools’ owners had developed
among the employees as well as TESST's constituents helped influencdual$itb
support TESST throughout the change process. Although trust was not an explicit

reason for the change it helped the leaders influence the change process

Factors Potentially Impeding the Change

The study suggested that the outcome of the change process may have been
different had the following factors been overlooked in the implementation process:
the inexperience of the TESST leadership and failing to identify poteppahents.

An analysis of the owners’ responses revealed that the least effectiwnetdrthe
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change process was the fact that they had never been involved in such an
organizational change. To compensate for this disadvantage one owner explained,
“We sensed our way through this and relied on our own professional experiences of
other projects.” They drew from knowledge acquired under similar experiences in
their careers.

Additionally, the owners greatly admired Capitol College and its president
with whom they had developed a good relationship. The study suggested that the
owners sought out knowledge from the president about the institution’s history and
transition from a private career school to a degree-granting institution.heladadt
researched organizational change, their lack of experience may have dhitheere
change process.

Overlooking potential opponents was another element that could have
deterred the change process. The participants reported that they feazkzhtént of
unpredictability and, therefore, made an effort to survey the traditional $exctor
potential opponents of change. As one owner stated:

Well, first the obstacles weren’t what we expected; we wondered if MHEC

would accept the idea of TESST becoming degree-granting; so we were

concerned; the second was if other colleges would oppose the idea; we knew
no other college had an axe to grind with TESST or reason to see us fail; the
other career schools were surely envious and wondered if we could actually
succeed or not.

To identify potential opponents, one of the schools’ owners met with every
community college president and four-year institution in the region in advance of
announcing the initiative. Through this process a few adversaries emergld whic

allowed the owners to develop strategies to counter their opposition. The study

concludes that had they not communicated with prospective competitors in advance

193



of the initiative the opponents could have obstructed the change process.
Summary

The study concludes that four factors facilitated the change process:
networking, values identification, organizational change philosophy and trust. Two
elements that held the potential to stymie the change process werkeidesti
experience and failure to identify potential opponeiiisese findings serve to inform
the organizational change researchers and practitioners about the impogtaothol
factors played in influencing individuals to seek or resist the change.

Conclusions with Respect to Research Question 4

Research question four was: Did the processes employed to bring about
organizational change exhibit the characteristics of a social exchangsg#?oc

To answer the research question, participants were asked to discuss what they
perceived to be bargaining and compromises that took place in order to bring about
the organizational change at TESST. The study examined the principal intesacti
among the parties affected by the change at TESST. The findings dezealgety
of social exchanges that affected the outcome of the change process sadim@s tr
values, negotiating and giving/taking.

Trading Values

The study found that trading one’s values played an important role in the
change process. Bargaining and compromises were evidenced when TESH#Ar's
instructors became displeased with the hiring of more credentialed faritpers
to teach the new IT degree program and with the changes being proposed to their

curricula. About 65 instructors taught the basic drafting, heating/air condgianid

194



electronics classes for ten or more years at TESST. Most had nevdedatteliege.
They held firmly to certain cultural/ideological values timfiuenced their outlook on
the change initiativelThey were perceived by the study’s participants as a closed
culture; or a “culture within a culture.” According to the participants, the older
instructors learned their trades in vocational schools, union training prograras and/
learned “on the job” in blue collar positions.

These instructors were also motivated by the group cohesion and self-worth
variables. As non-tenured faculty in a for-profit school, they had no faculty genate
voice their concerns. Their concerns led them to become a cohesive group. Social
bonding allowed them to exchange their ideas freely as an “informal facukyes’

The informal membership created an important group within the organization.
Additionally, concepts of self-worth motivated the instructors to feel pleashd wit
themselves and valued for their technical expertise. These perceptions asdedhlue
them to view their roles as vital to the organization.

As the change process moved forward, their values were tested with the
arrival of new faculty. The young faculty members arrived with littlamr
knowledge about TESST, never held blue collar positions and were excited about the
change initiative. Therefore, they did not identify with the old inner culture and
values. In meetings held by the department directors (key players) toplével
new degrees, the longtime instructors felt threatened by reduction in edatoucse
hours of instruction and increase in general education hours.

Six months into the change process cycle, the directors obtained the

instructors’ cooperation in two ways through social exchange: 1) reinfdheng
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organizational goal/benefits; and 2) emphasizing individual benefits. The dsrector
communicated over and over again the importance of the change initiative to the
organization. They were informed that TESST’s future rested on a successful
outcome and cooperative faculty. Additionally, the directors announced employee
tuition benefits for instructors desiring to obtain degrees.

These conflicts were resolved when the instructors traded-off their ltshg he
cultural/ideological values for what they perceived as more rewardipqggical
values. The study found that the prospect of furthering one’s education reptesente
job security at TESST thus generating the economic (increase)salaable and the
psychological (self-worth) variable. These benefits promised finasetairity and
an improved sense of self-esteem, thus influencing support for change. This exchange
of values resulted in bringing the two groups of faculty together and promoted
cooperation in the change process. By engaging in a social exchange grieesse
leaders averted the alienation of faculty and achieved a successful outcome.
Negotiation

Negotiation was another social process that involved bartering, collalmoratio
and agreement. The key players were effective communicators and bar@nerof
the schools’ owners negotiated with the Capitol College president to supp@TTES
by negotiating an articulation agreement. The agreement was pdeasradesource of
transfer students (tuition income variable) who would likely continue on to complete
their bachelors’ degrees and graduate studies at Capitol College.

Negotiation was also evidenced in the exchange of values (resources) between

institutions. Chesapeake College sought a partnership with TESST abaunethe t
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TESST had applied for degree-granting status. The college was in dire néed of |
instructors and computers for its new IT program and TESST had abundant iesource
When Chesapeake College’s president approached TESST with a request to borrow
its resources, the owners negotiated with the president and obtained support for the
change initiative. In return TESST agreed to the partnership and provided the colleg
with resources.

Giving and Taking

Another form of social exchange known as giving and taking was identified in
the study. TESST's owners as well as the senior managers often letibtbeind
expertise to participate on assorted MHEC committees. The time and efffwitput
by the key players was subsequently rewarded when TESST applied to become a
college and MHEC publicly supported the change.

The study’s theory confirmed that exchanges between TESST'’s key players
and two or more parties were motivated by the prospect of a net increasgablde
values or minimizing a net decrease in values. In the case of TESSTidyéosind
that in order to achieve the desired organizational change goal, key individuals
influenced change processes which necessitated bargaining and exchiargs.ac

Perhaps most important in bringing about the organizational change at TESST
was the evidence that those pursuing the change took into consideration a large
number of the variables identified in the theoretical framework for this studyheAs
efforts bring about the change progressed the participants appeared to haye quickl
noted potential threats to its success and mounted efforts to overcome them through

various social exchange activities.
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Summary

This chapter reported the conclusions on the findings to the research
guestions, suggestions for practitioners and recommendations. The findings were
examined by employing a theoretical framework that served the studgewitays:

a starting point for identifying values, a screening instrument for vetimgariables
identified in the interviews, and a mechanism for validating the findings.

Based on the findings from research question one, the study concluded that
external trends provided, in part, incentives that affected TESST’s decisiorotoeec
a degree-granting institution. The question also revealed that internal trevidiegr
for individuals to undertake the change in TESST’s mission. TESST, therefore, was
motivated by environmental and internal forces in which some of the study’s
proposed organizational change variables emerged as factors thegdnittarest in
the change.

Research question two confirmed that the study’s values and most of the
proposed variables influenced TESST’s change initiative. The most significant
findings established the extent to which the values comprised 32 out of 35 variables
that affected the change, including two new variables not previously iddntiftee
literature review. The study concluded that these variables became thesifigpe
organizational change at TESST and set into motion the processes whereby key
players influenced and gathered support for change.

Research question three distinguished several elements that facthiate
change process and two elements that held the potential to deter the chargge proce

The study concluded that the implementation process played an essential nolg in br
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about the change and influenced individuals who were supporting or resisting the
change.

Research question four found that individuals at TESST bargained, bartered
and exchanged values with other parties through social exchange procesdestim or
pursue organizational change. Most significantly, the study concluded that tiiese ke
actors were engaged in reconciling conflicting values during the changesraces
doing so, they successfully influenced the processes which brought about change.

The study’s conclusions were developed by analyzing the variables ieléntifi
in the participants’ responses through the theoretical framework. The study feund th
framework to be a powerful a instrument for examining, confirming and ruling out
organizational change variables. It also provided a more comprehensive set of
change variables than contemporary theories that were examined dariigréture
review. The study generated new insights into the factors and variables that
precipitated the organizational transformation process and influenced individuals to
change TESST Institute of Technology to TESST College of Technology (Canons of
TESST College, 2001). To this end, the study successfully fulfilled its goal.

Recommendations

Future Research

This study contributes insights for researchers who are interestedymst
organizational change as a social exchange process with a broader nooige il
variables. Given the rich data, and evidence of a broader than typical rahgagd c
variables, further studies are warranted. The following recommendations are

proposed for future researchers.
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The findings on the “customer service” and “institutional market value”
variables suggest that future researchers might consider extendingeteginrie
reviews in the social sciences to cover these motivations. In doing so, the fuller
implications of these factors may be revealed and studied. Other new
values/variables may be identified and added to the taxonomy.

Although this case study involved a small institution, it yielded rich,
descriptive data on organizational change. If replicated in a larger, mopdeco
organization, and in different types of organizations such as businesses and various
non-profit organizations, one might elaborate on the findings from this study and
identify additional motivations.

This study involved an organization that successfully underwent change. A
similar framework could be employed to examine why organizations oocélyi fail
to implement a major change initiative. Further research could be conducted on
unintended or negative outcomes of change initiatives. More research is also needed
to further examine typical motivations that lead to “resistance to chasgeh
research should examine more fully the perspectives of stakeholders asldppose
those of the leadership.

A study also is needed that includes a broader array of participantsagxter
an organization such as trustees of the institution, employers, state oéficdadgher
stakeholders. Researchers also should consider undertaking a study to examine and
elaborate on the characteristics of social exchange processes. Rudiesr of
effective strategies for influencing acceptance of change iagmtlso would be

useful.
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A future study should develop a means for assessing the relative importance
of values/variables in order to distinguish those that are most influential, nedgerat
influential or irrelevant. Such a study could employ a quantitative methodology us
a Likert scale to assess the relative levels of importance of tlabhei A further
study could focus on developing guidelines for practitioners that would help them
identify the complexities of change processes in higher education istgutSuch a
study could help leaders to assess an organization’s capacity to take on onyalizati
change.

Practitioners

This study should inform leaders in educational institutions, and other
organizations, about the complex role the values held by those involved in change
initiatives play in influencing individuals to support or oppose change initiatives. The
recommendations below are presented for consideration.

Those interested in promoting change should understand that the success of
change initiatives requires sensitivity to the full range of motivationaleddy the
research. Leaders should find ways to identify and take into consideration the man
varying interests held by stakeholders inside and external to the organizatenas
for negotiating conflicting interests should be developed in light of the high costs and
risks that often accompany organizational change. Unlike traditional institutions
proprietary schools and for-profit institutions do not commonly provide their faculty
(the majority of who are non-tenured adjuncts) with senates to voice theirmsnce

The study reveals the importance of leaders developing strategiesnoilec
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conflicting interests by providing effective arenas for negotiating iobini interests
as part of a social exchange processes.

Leaders need to maintain an awareness of environmental factors that suggest
the need for an organizational change and stay informed about issues that tan affec
the success of such an effort. Interests held by employees in the organizati
students, employers and other constituents, should be taken into consideration.
Additionally, leaders need to identify influential change agents who recognize the
need for a change and are risk-oriented and highly motivated but sensitive to the
complexities of change initiatives.

Leaders need to clearly communicate the change initiative and formulate a
vision that is convincing and understood by those in an organization. The change
should be articulated in a way that employees, stakeholders and potential proponents
can relate to its objectives. Moreover, leaders should keep in mind that change
emanates from a variety of human emotions and belief systems and remain open and
responsive to new insights during the course of change.

Limitations of Study

The findings in this case study’s research strategy were limited i@ som
respects. The limitations identified below should be considered when interpreting
this study’s findings and conclusions.

This study involved a single case and the outcomes rested on research
conducted at one organization. Additionally, the case study was bounded by a time
frame in which the economy was on an upswing, the political climate was faorabl

and interest in an information technology curriculum was nearing its peak of
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popularity. Also the timing of the change initiative may have played a role in its
successful outcome. For example, had the Secretary of Higher Education who
preceded the one in office during this study made the decision concerning SESST’
application to change to a degree-granting college, it is likely that thteitilos’'s
change would not have been approved. Therefore, the study cautions that conclusions
drawn from the findings may not necessarily apply to other change pracesses

Although the participants were forthcoming, articulate and provided rich,
thick descriptions of organizational change variables and change processes, only s
individuals were interviewed. The study’s findings were, therefore, limiteted
number of individuals who participated in the interviews.

The findings in this study may also have been affected by other factors such as
the size of the institution, the organizational structure, the curriculum andftype
student body. The compatible partnership of TESST'’s two owners may have also
influenced the findings of this study. Their personalities and leadershijeabil
complimented one another. Researchers should keep in mind that a number of factors
may have been overlooked and affected the findings.

Marshall and Rossman (2006) remind researchers that qualitative case study
research is not as generalizable as quantitative research, nor anelitiggsfi
immediately transferable. Although qualitative case study methodolagfittuag
for this study’s purpose, a different methodology may be more appropriate for
another study on organizational change.

Regarding the scope of the study, it should be noted that it was not possible to

examine all of the extensive literature on human motivations; nor was it pdssible
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fully explore all of the large body of literature on change in the course oirtgis s
case study. A more comprehensive study was precluded by the limited time and
resources available to the researcher. This study did not involve a comparison of its
results with the findings and conclusions from a variety of the studies of
organizational change.

Although Table 3 was useful for identifying and calculating the number of
participants who identified each of the variables affecting the changautihewas
unable to determine the relative importance of the identified variables inngying
about the change. The level of influence attributed to each variable identified by
those interviewed generated could not be estimated. The findings indicated that not
all variables are equally important but the study lacked a weighting sf@mtem
measuring the extent to which each of the variables influenced the changegwsocess

The study also lacked the ability to measure the interactions among the
variables. The study’s ability to distinguish the organizational benefits fro
individual benefits was complicated by their often overlapping nature. Addlgipnal
participants occasionally shifted their focus from one variable to another when
responding which made the analysis more challenging.

Another limitation was evidence that human motivations are subject to
change. Many factors can cause fluctuations in beliefs and motivations sheh as t
state of the national and regional economies, workforce demands, war, student
placement and employment rates, enroliments, state and federal pales assl

changes in state level leadership through appointments and elections.
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APPENDIX A - Interview Guide

I. Introduction

Remarks

Thanks for agreeing to meet with me and for yowpawation in this
study...

| assure you that this discussion is confidentia protected by IRB
regulations....(request signature on form)

Your permission is also needed in order to tapertethe interview...

The purpose of the study is to test a theory odwizational change by
exploring factors that influenced people to seekange in TESST's
mission and status to that of a degree-grantinggel

. Participant’s Background:

Position held at the time
Current position

Length of time employed by TESST:
No. of years:

From: To:

Please discuss your level of involvement in thengegprocess:

lll. Research Questions
Variables and Social Exchange:

Linked to Interview Question (1Q)
Probing Interview Question (PQ)

Question 1
Variables: psychological, social,
cultural economic, other

Question 1.a
Variables: economic, political,
other

Question 1.b

Variables: human resources,
social, psychological,
cultural/ideological, other

1Q 1) Please describe for me as much as possibieiygpressions on
what was taking place in the proprietary sectormu first heard of
the idea to change the school's mission? Cangibme the story as
you remember it?

PQ 1.a) Were there any environmental trends argbpres that
influenced people to consider changing TESST tegrek-granting
institution? What, if any, were the other optidresng considered?

PQ1.b) What was happening internally in the orgation about that
same time?

PQ1.b) What was the organizational morale like? diiture as a
whole?

PQ1.b) What was the general consensus about tregiug?

PQ1.b) Which groups within the organization werestraupportive;
least supportive?

PQ1.b) Were there other supportive individuals idetsf the
organization?
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Question 2

Variables : economic, political,
human resources, social,
psychological, cultural/
ideological benefits, other

1Q 2) What kinds of benefits did individuals perafor themselves as
a result of change? For the organization as a Whole

PQ2) What benefits seemed most promising?

PQ2) What was your opinion about the importancehaihge?

PQ2) What arguments were made for and againstrege?

PQ2) Who led the initiative and who was most infitiel in gathering
support from others?

Question 3

Social Exchange Process:
timeframe, participants & extent
of participation, principal
activities, nature and extent of
communication, strengths and
weaknesses of process, evidenc
of negotiation

PQ3) Were you present when the decision to changession
occurred? Can you recall names, dates and settingsich the
interactions took place?

PQ3) What was your level of involvement in the g of promoting
change?

1Q3) How would you describe the nature of the pssdey which
eindividuals gathered support for change?

1Q3.a) What stands out as the most effective agfabe process whe
individuals were gathering support for change? W¥Wes least
effective?

1Q3.b) What kind of obstacles, if any, threaterteglinitiative? How
were they overcome? Who were the opponents?

1Q3.b) What or who was the key to overcoming optims?

Question 3

Social Exchange Process:
negotiation, trade, barter or
exchange among participants

1Q4) Describe what individuals did in order to irghce others to
support or oppose the change. How were theset&fesolved?
PQ4) What in your opinion was the most importactdain bringing
about the change?

IV. Conclusion

Concluding Interview Questions (CIQ):

CIQ1) What did you learn from this experience?
What did you learn about the processes involveathieving the
change?

CIQ2) What documents, memos, journals, calendarnaijlg,
correspondence or other materials do you havenawlabout, that
might help me understand more about the organizatichange?

CIQ3) Who else would you recommend that | contaat tvere
involved in the change process or had views oddssrability?

ClQ4) Is there anything else you would like to tak about what took
place?

CIQ5) If at some time within the next 30 days, sthimg else about
the event comes to mind, and you think it importardiscuss, please
call me. | hope you wouldn’t mind if | called yowi clarify any of the
things we discussed.

CIQ6) Thanks for your valuable time, informationdacooperation in

this study.
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APPENDIX B - Coding Matrix

Theoretical
Assumptions

Research
Questions

Variables (V) &
Social Exchange Process (SH

Sources of
Data (SD)

1) The values that are sought
when making a change include
economic, human, political,
social, psychological and cultural
and ideological factors.

1) What concerns about TESST's
environment and its internal circum-
stances led it to seek becoming a
degree-granting institution?

1a) Were there any environ-mental
trends and pressures that affected
TESST's decision to become a
degree-granting institution?

1b) What were the internal
circumstances that suggested the
need for the organizational change?

(EV) Economic concerns

(PV) Political concerns

(HRV) Human Resource concerns
(SV) Social Resource concerns
(PSV) Psychological concerns
(CIV) Cultural-ldeological concerng

(OV) Other variables

(SD1) Perceptions of key
individuals

(SD2) Internal memos

(SD3) Board of Trustee agendas an
minutes

(SD4) Advisory Board documents
(SD5) School enrollment reports
(SD6) Market studies

(SD7) Accreditation documents
(SD8) Commission regulations,
policies, agenda, minutes

(SD9) Commission reports, data
(SD10) State labor/workforce
database

(SD11) Journals, news articles

d

2)The factors that motivated
making the change would includg
seeking:

2a) economic resources for
obtaining goods and services

2b) human resources for
maintaining quality staff, faculty
and students

2c) political resources that provid
power to influence decisions

2d) social resources to improve
the institution’s and its staffs’
standing in society

2e) psychological resources to
enable staff to feel better about
themselves

2f) cultural and ideological
identity that affects how people
view and interpret their
environments

2) What were the organizational and
individual benefits envisioned by
those seeking the change?

2a) economic benefits

2b) human resource benefits

2c) political benefits

2d) social benefits

e
2e) psychological benefits

2f) cultural and ideological benefits

EV (1-9) Economic

PV (1-6) Political

HRV (1-2) Human Resources

SV (1-8) Social

PSV (1-7) Psychological

CIV (1-4) Cultural and Ideological

(OV1-4) Other variables

(SD1) Perceptions of key individualg

(SD11) Other Documents

3) The processes by which
changes are pursued can be hel
or hindered by economic, human
resource, political, social,
psychological, cultural/ideologica
factors; and the outcomes are
expected to be revealed in the
social exchange processes.

3) What was the nature of the
egrocesses employed for bringing
about the organizational change?

helped most in achieving its intende
outcomes?

3b) Which ones were not helpful or
impeded by the effort?

3a) What features of these processe

(SE1) Timeframe

(SE2) Participants & extent of
participation

S

f (SE3) Principal activities

(SE4) Nature & extent of
communication or process

(SE5) Strengths and weaknesses
process

(SD1) Perceptions of key individuals
(SD2) Memos

(SD3 - 4) Minutes

(SD11) Other documents
(SD12) Information about social

networks, memberships, associatior
f organizations

4) Organizational change takes
place through social exchange

processes with bargain-ing over
the values identified as the six se|
of change variables.

4) Did the processes employed to

bring about organizational change

exhibit the characteristics of a social
tsexchange process?

(SE6) Evidence of negotiation,
trade, barter or exchange among
participants in the change

(SD1) Perceptions of key individualg
(SD11) Other Documents
(SD12) Information about social

networks, memberships, associatio
organizations
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APPENDIX C — Participant Profiles

Backgrounds Participant Participant | Participant Participant Participant | Participant Results
1 2 3 4 5 6
Director of
Education,
Position held Owner/Chief Co-owner Info Tech & | Admissions | Consultant
at the time Executive School President Computer Officer hired by 5 at TESST
Officer Director Applications TESST 1 consultant
Current .
position Semi-retired | EX€CUlVE | gemiretired | President of | President of | Semi- 3 semi-ret
Director for-profit for-profit retired 2 presidents
private college in college Consultant | 1 exec. dir.
career (other state) | (MD)
school in
MD
Still working
in for-profit No Yes No Yes Yes Yes 4 Yes
sector? 2 No
Length of time
employed at 29 yrs 13 yrs 18 yrs 10 yrs 9yrs 18 months | Ave =
TESST 13.5yrs
Number of yrs
worked in for- | 35yrs 28 yrs 28 yrs 23 yrs 15yrs 13 yrs Ave =
profit industry 24 yrs
Still affiliated 2 Yes
with TESST? Yes No No Yes No No 4 No
2 Female
Gender Male Female Male Female Male Male 4 Male
Ethnicity Caucasian Caucasian | Caucasian Caucasian African- Caucasian | 5 Caucasian
(visual American 1 African-
observation) American
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APPENDIX D - Organizational Change Process Timeframe (1998 — 2000)*

Date: Reference Points:

Spring, 1998 Enrollments rapidly increased; owners consideregietegranting status
for TESST,; also contemplated selling TESST

June, 1998 Began aggressive expansion in Baltimore/Washingpneghe Hyattsville,

MD campus sold and new headquarters opened invidielfsvD

Summer, 1998

Timonium Advance Training Center campus was saddy high-tech
facility opened in Towson, MD

Fall, 1998

The Arundel Institute of Technology in downtown &abre was sold

Fall, 1999

RETS Technical Training School located in downtd®aitimore acquired

June 21, 2000

Application filed to change TESST'’s mission andistdo degree-granting;
and offer two A.A.S. degrees: 1) Electronics, Catepand
Telecommunications Technology; and 2) Network Infation Systems

June 30 - July 28, 2000

MHEC circulated TESST's proposal to all collegiatstitutions in the
State

July 28, 2000

Three objections from traditional colleges claimprggram duplication
were filed at MHEC

October 25, 2000

MHEC Secretary Karen Johnson approved part onleedito-part
application after TESST proved compelling statewided and market
demand for graduates of the proposed programs

January 17, 2001

TESST submitted part two of the application to MHEC

February 6, 2001

MHEC sent an evaluation team to TESST campuses

April, 2001

MHEC evaluation team forwarded its report to Seagefohnson

May 3, 2001

MHEC's Education Policy Committee recommended tofthl
Commission approval of TESST'’s application

June 12, 2001

MHEC Commissioners held a public hearing, granfgotr@val to TESST
to operate as a degree-granting college and ertlbrgtb A.A.S. degrees

July 19, 2001

MHEC Secretary Johnson further endorsed the coiwveds 11 training
certificates to collegiate level certificate progia
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Glossary

The following terms and constructs were used in this study:

Cultural and Ideological Values — Individuals’ or organizations’ shared nivenat
behaviors and belief systems

Economic Values — Financial resources that are exchanged to obtain goods and
services

Human Resource Values — Individual qualities that are valued and sought by
organizations

Key Individuals or Key Players — Members of an organization who are significantl
capable of influencing organizational change processes

Change Agent — individuals who are competent at reducing resistance to
organizational change; they tend to be highly motivated and risk takers

Organizational Change — A major alteration of, or departure from, an institution’s
original mission and role in higher education

Organizational Values — Common values widely shared across an organization

Political Values — Attainment of power to influence personal and organizational
decisions

Postsecondary Education — The non-compulsory educational level, following
students’ completion of a secondary education, provided by public and independent
universities, vocational institutes, community colleges, liberal arts andi¢tath

colleges that award academic certificates and degrees; and privsgtearar

proprietary schools that award professional certificates or ceiificat

Practitioners — Decision-makers and leaders in educational institutions and
organizations

Private Career School — Also known as vocational or proprietary schools; the legal
definition of a private career school in Maryland is a privately owned and operated
institution of postsecondary education, that offers programs for the purpose of
training, retraining, or upgrading individuals for gainful employment aseskdt
semiskilled workers or technicians in recognized occupations or in new andr@mnergi
occupations; they are privately owned non-collegiate institutions that offéngan
dozens of fields ranging from cosmetology to allied health; some schools alseeprepa
students professional licensure examinations.
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Profit-Making Institutions — Also known as for-profit institutions, these tiatins
comprise the proprietary sector. The entire group of institutions reliegion and
federal financial aid for revenues.

Proprietary School — Also known as vocational or private career schools; they are
privately owned neighborhood enterprises that offer specialized training and non-
collegiate programs

Proprietary Sector - The non-traditional sector which includes three gobppsfit-
making institutions: non-collegiate proprietary schools, degree-grantmghsiider
colleges and small independently owned degree-granting colleges

Psychological Values — Satisfaction of individuals’ psychological needs such as
commitment, trust, connectedness, self-worth, morale and security

Sector or Segment — A group of postsecondary institutions that are classified
according to similar missions and goals, e.g. collegiate sector, propsetdor,
community college sector, independent sector

Shareholder Institutions — Collegiate institutions that are run by publkadgdr
companies such as the Apollo Group Inc.’s University of Phoenix

Social Exchange — An exchange of values between two or more parties motivated by
the possibility of obtaining a net increase in desirable values or minimiziay a
decrease in values

Social Exchange Processes — Processes by which people in organizatians inter
with others by cooperating, negotiating and trading economic, human resource,
political, social, psychological and cultural/ideological values through aonletv?
relationships and associations

Social Values — Satisfaction of individuals’ social needs such as recognisitus, s
prestige and reputation

Strategic Planning — also referred to as planned change; a deliberasedftnmking

path of actions that is employed to undertake institution-wide changes to mission,
goals and programs

Technical or Trade School — A general term used for programs that prebets

for employment through occupational training in fields such as computer technology,
welding, culinary arts, office management, etc.

Values — A set of principles and criteria people employ for making chaicksking
actions

Variables — The values that are presumed to influence an organizational change
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